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ABSTRACT
B uild ing  on the performance-outcome contingency r e ­
l a t i o n s h ip s  o f  bo th  expectancy theory  and the  operan t  model 
o f  work b ehav io r ,  a small but growing body b f  re cen t  em­
p i r i c a l  re se a rc h  has s p e c i f i c a l l y  i n v e s t i g a t e d  l e a d e r  r e ­
ward b eh a v io r .  The major o b je c t iv e  o f  t h i s  re sea rch  was to 
f u r t h e r  exp lore  the  causa l  r e l a t i o n s h i p s  between le a d e r  
reward beh av io r  and subord ina te  ro le  p e r c e p t io n s ,  s a t i s ­
f a c t i o n ,  and performance.
All  o f  the  v a r i a b le s  used in  t h i s  r e se a rc h ,  except 
fo r  performance, were measured through the use o f  q u e s t io n ­
n a i r e s .  Performance measures were o b ta ined  through company 
re co rd s .  The da ta  were c o l l e c t e d  a t  two p o in ts  in time a t  
a major s t a t e  agency in  the S o u th eas t .  The sample con­
s i s t e d  o f  53 s o c i a l  s e c u r i t y  d i s a b i l i t y  examiners. The 
hypo thes ized  r e l a t i o n s h i p s  were t e s t e d  through the use o f  
th re e  lo n g i tu d in a l  c o r r e l a t i o n a l  techn iques :  c ro s s - la g g e d
c o r r e l a t i o n s ,  Kenny-corrected  c ro ss - la g g e d  c o r r e l a t i o n s ,  
and dynamic c o r r e l a t i o n s .
The r e s u l t s  from t h i s  re se a rc h  i n d ic a te d  t h a t :
1) A l l  th re e  le a d e r  reward i n s t r u m e n t a l i t i e s  
( p o s i t i v e ,  advancement, and p u n i t iv e )  were c a u s a l ly  
r e l a t e d  to  bo th  lower ro le  c o n f l i c t  and ro le  ambig­
u i t y .  P o s i t i v e  i n s t r u m e n ta l i ty  and ro le  c o n f l i c t  
appeared to  i n t e r a c t  in  a p a t t e r n  o f  nega t ive
r e c ip r o c a l  c a u s a l i t y ,  and h igh  l e v e l s  o f  ro le  ambigu­
i t y  appeared to  le a d  to  low p o s i t i v e  i n s t r u m e n t a l i ty .  
Both h igh  ro le  c o n f l i c t  and h igh  ro l e  ambiguity ap ­
p ea red  to  l e a d  to reduced employee p e rcep t io n s  o f  
p u n i t iv e  i n s t r u m e n t a l i t y .  F i n a l ly ,  high advancement 
i n s t r u m e n t a l i t y  appeared to  le a d  to  both reduced 
ro le  c o n f l i c t  and to  reduced ro le  ambiguity.
2) P o s i t i v e  i n s t r u m e n t a l i t y  and s a t i s f a c t i o n  
i n t e r a c t e d  in  an o v e r a l l  p a t t e r n  o f  p o s i t i v e  r e c i p ­
ro c a l  c a u s a l i t y .  Causal in fe re n c e s  fo r  p u n i t iv e
and advancement i n s t r u m e n t a l i t y  were much l e s s  c l e a r ,  
.b u t  some support  was found fo r  p u n i t iv e  in s t r u m e n ta l ­
i t y  and s a t i s f a c t i o n  i n t e r a c t i n g  in  an o v e r a l l  p a t t e r n  
o f  n e g a t iv e  r e c i p r o c a l  c a u s a l i t y  and fo r  high advance­
ment i n s t r u m e n t a l i t y  le ad in g  to  in c re a s e d  job s a t i s ­
f a c t io n  .
3) No d i r e c t  causa l  r e l a t i o n s h i p  between le a d e r  
reward behav io rs  and performance were found. Some 
s l i g h t  support  was, however, found fo r  high p e r f o r ­
mance being  l i k e l y  to le a d  to in c re a s e d  p o s i t i v e  i n ­
s t r u m e n t a l i t y  and fo r  p u n i t iv e  i n s t r u m e n t a l i t y  l e a d ­
ing to  in c re a s e d  performance. Causal r e l a t i o n s h i p s  
between advancement l e a d e r  rewards and performance 
appeared in d e te rm in a te .
The r e s u l t s  were g e n e ra l ly  sup p o r t iv e  o f  the  prev ious  
s tu d ie s  o f  l e a d e r  reward behav io r  and extended r e l a t i o n ­
sh ips  between l e a d e r  reward i n s t r u m e n t a l i t i e s  and ro le  p e r ­
cep t io n s  i n to  a cau sa l  framework. The f in d in gs  a lso  provide  
some f u r t h e r  suppor t  to the  view t h a t  p o s i t i v e  rewards are  
more powerful than n eg a t iv e  rewards fo r  the exp lan a t io n  o f  
employees' a t t i t u d e s  and behav io r  in  o rg a n iz a t io n s  and fo r  
the  argument a g a in s t  the common p r a c t i c e  o f  i n t e r p r e t i n g  
s i g n i f i c a n t  s t a t i c  c o r r e l a t i o n s  between le a d e rsh ip  measures 
and o th e r  v a r i a b le s  as i n d i c a t i n g  th a t  the le a d e rsh ip  d i ­
mensions caused the o th e r  v a r i a b l e s .  F in a l ly ,  im p l ica t io n s
x i i i
f o r  p r a c t i c i n g  managers in  a reas  such as le a d e r sh ip  t r a i n  
ing and management by o b j e c t i v e s  were p re se n te d .
\
x iv
I .  DEVELOPMENT OF THE RESEARCH IDEA AND 
SURVEY OF THE LITERATURE
The o b je c t iv e  o f  t h i s  re se a rc h  was to f u r t h e r  explore  
the causa l  r e la t i o n s h ip ,  between le a d e r  reward behav io r  and 
su bo rd ina te  ro le  p e r c e p t io n s ,  s a t i s f a c t i o n ,  and perform ance. 
This ch a p te r  p r e s e n t s  a review o f  the  l i t e r a t u r e  r e le v a n t  
to le a d e r  reward b ehav io r  in  four main s e c t i o n s .  Following 
a b r i e f  i n t r o d u c t i o n ,  the  f i r s t  s e c t io n  p rov ides  a genera l  
overview of  p r i n c i p a l  approaches to l e a d e r s h ip .  The second 
s e c t io n  i s  composed o f  an examination o f  re se a rc h  e f f o r t s  
d i r e c te d  more e x p l i c i t l y  toward l e a d e r  reward behav ior .
The t h i r d  s e c t io n  examines the in f lu e n c e s  o f  ro le  p e rcep ­
t i o n s .  B u i ld ing  on t h i s  founda tion ,  the fo u r th  s e c t io n  
p re s e n t s  the purpose ,  j u s t i f i c a t i o n  and hypotheses which 
were t e s t e d .  F i n a l ly ,  the  concluding s e c t io n  p re se n ts  a 
d isc u ss io n  concerning the  o rg a n iz a t io n  o f  the  re se a rc h .
A. In t ro d u c t io n  .
Leadership  has been one o f  the  most e x te n s iv e ly  
s tu d ie d  aspec ts  o f  o rg a n iz a t io n  behav io r  known to the 
b e h a v io ra l  s c ie n c e s .  This i s  l a r g e ly  due to the f a c t  t h a t  
while modern c r i t i c s  p o in t  out t h a t  the a c tu a l  magnitude o f  
the  e f f e c t s  o f  l e a d e r s h ip  on o rg a n iz a t io n a l  outcomes may be
1
s m a l l , * the  assumption which has unabated ly  d r iven  r e ­
se a rc h e r s  and p r a c t i t i o n e r s  a l ik e  to  spend v a s t  re sources  
on s tu d y in g ,  s e l e c t i n g ,  and t r a i n i n g  le a d e r s  i s  q u i t e  the 
o p p o s i t e :
The s u c c e s s fu l  o rg a n iz a t io n  has one major 
a t t r i b u t e  t h a t  s e t s  i t  a p a r t  from unsuccess ­
fu l  o rg a n iz a t io n s :  dynamic and e f f e c t i v e
l e a d e r s h i p . 2
The e f f e c t i v e  fu n c t io n in g  o f  o rg a n iz a t io n s  i s  assumed 
to be dependent on the  q u a l i t y  o f  t h e i r  l e a d e r s h ip .  The 
b e l i e f  i s  t h a t  l e a d e rs h ip  a c tu a l ly  has a measurable impact 
on measures o f  l e a d e r  e f f e c t i v e n e s s  (which b a s i c a l l y  have 
f a l l e n  in to  two c a te g o r ie s  - -  those d ea l in g  with  employee 
job s a t i s f a c t i o n  and those dea l ing  w ith  employee job p e r ­
formance) . Recognition o f  t h i s  g e n e r a l i z a t i o n  i s  the main 
impetus under ly ing  the g rea t  deal  o f  a t t e n t i o n  p a id  by 
w r i t e r s  to l e a d e r s h ip .
B. Four Major Approaches to  Leadership
Since few to p ic s  have been so e x te n s iv e ly  re se a rc h ed ,  
making some sense out o f  the abundance o f  le a d e rsh ip  l i t ­
e r a tu r e  a v a i la b le  i s  a formidable job .  In t h i s  s e c t io n
See, fo r  example R. Dubin, "Superv is ion  and Produc­
t i v i t y :  Empirical  Findings and T h e o re t ic a l  C o n s id e ra t io n s ,
in  R. Dubin, G. C. Homans, F. C. Mann, and R. M i l le r  (Eds.) 
Leadership in  P ro d u c t iv i ty :  Some Facts o f  I n d u s t r i a l  L ife
(San F rancisco :  Chandler P ub l ish ing  Co.,  1965), pp. 1-50;
and J .  P f e f f e r ,  "The Ambiguity o f  L eadersh ip ,"  The Academy 
of Management Review, Vol. 2 (1977), pp. 104-112.
2P. Hersey and K. H. Blanchard, Management o f  Organi­
z a t io n a l  Behavior: U t i l i z i n g  Human Resources , 3rd ed. 
(Englewood C l i f f s :  P r e n t i c e - H a l l , I n c . ,  1977), p . 83.
o f  t h i s  l i t e r a t u r e  review, a genera l  overview o f  major 
approaches to l e a d e r s h ip  i s  p re se n te d .  Em pirical  s tu d ie s  
and p o s t u l a t io n s  o f  l e a d e r s h ip  are c l a s s i f i e d  in to  four 
major c a te g o r i e s :  (1) g re a t  m a n / t r a i t  approach, (2) b e ­
h a v i o r a l / s t y l e  approach, (3) s i t u a t io n a l / c o n t in g e n c y  ap­
proach ,  and (4) r e c ip r o c a l  cau sa t io n  approach. These four 
c l a s s i f i c a t i o n s  are  n o t ' t o t a l l y  u n re la te d  and are  no t  ex-_ 
h a u s t iv e .  The arrangement i s  simply fo r  d is cu ss io n  p u r ­
p o ses ,  p u t t i n g  major themes and i s s u e s  in  h i s t o r i c a l  p e r ­
s p e c t iv e .
1. Great Man/Trait  Approach
Leadership has probably  been in  the l im e l ig h t  s ince  
thousands o f  yea rs  ago when man f i r s t  began to  sp ec u la te
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about how lead e rs  d i f f e r  from o th e r  people .  As S t o g d i l l ' s  
e x c e l l e n t  review o f  le a d e rsh ip  p o in ts  o u t ,  however, the 
p reoccupa t ion  w ith  le a d e r s h ip  has occurred  p r im a r i ly  in  
c o u n t r i e s  w ith  an Anglo-Saxon h e r i t a g e  and the Oxford 
English  d i c t i o n a r y  d id  not  no te  the  appearance o f  the word 
" leadership* ' u n t i l  about 1800.
Viewed h i s t o r i c a l l y  the e a r l i e s t  approach i s  g e n e ra l ly  
termed the  " g r e a t  man" th eo ry .  I t  e s s e n t i a l l y  viewed l e a d ­
e r sh ip  as the s tudy  o f  b iography. The h i s t o r i a n  Thomas 
C a r ly le ,^  perhaps the g r e a t e s t  exponent o f  the  " g re a t  man"
^R. M. S t o g d i l l ,  Handbook o f  Leadership (New York: The
Free P re s s ,  1974), p. T
^T. C a r ly le ,  Heroes and Hero Workship (Boston: Adams,
1907 --  o r i g i n a l  1841).
th eo ry ,  p o s t u l a t e d  in  1841 t h a t  the p rog ress  the world has 
exper ienced  th roughout  h i s t o r y  i s  l a r g e ly  a p roduc t  o f  the 
in d iv id u a l  achievements o f  a few  g re a t  men who l i v e d  during  
the p e r io d s  in  which advances occurred .  I t  was g e n e ra l ly  
b e l i e v e d  t h a t  such " g r e a t  men" were born ,  n o t  made, and 
t h a t  they would be e f f e c t i v e  le a d e rs  in  any given s i t u a t i o n .  
Learned behav io r  was no t  co ns id e red  r e l e v a n t .  This view 
t h a t  c e r t a i n  people i n h e r i t e d  a s e t  o f  unique le a d e r s h ip  
c h a r a c t e r i s t i c s  was p a r t i a l l y  supported  by the frequency 
w i th in  which l e a d e r s h ip  emerged in  the same prominent fam­
i l i e s  .
However, as l e a d e r s  began to  emerge from the "lower 
c l a s s e s "  due to  the b reak ing  down o f  s o c i a l  and economic 
b a r r i e r s  and with  the development o f  p e r s o n a l i t y  t e s t s  in  
the  e a r l y  1 9 00 's ,  the e a r l y  g e n e t i c  theo ry  underwent some 
m o d i f ic a t io n  and the  t r a i t  theory  emerged. Researchers  
argued t h a t  i f  th e r e  were in  f a c t  " g r e a t  men," i t  should  
be p o s s ib le  to  s c i e n t i f i c a l l y  i n v e s t i g a t e  t r a i t s  which were 
common across  these  le a d e rs  and then t r a n s f e r  these  l e a d e r ­
sh ip  q u a l i t i e s  to o th e rs  through ex pe r ien ce ,  e d u c a t io n ,  and 
t r a i n i n g .  Leadersh ip ,  i t  was now argued, could  to  some de­
gree be lea rned .
The q u a l i t i e s  which recognized  le a d e rs  had in  common 
were observed ,  and l i s t s  o f  them were compiled in  numerous 
s tu d ie s  which sea rched  fo r  u n iv e r s a l  t r a i t s .  From roughly 
between 1920 and 1950 t r a i t  r e se a rc h e r s  l a r g e ly  dominated 
the  s tudy  o f  l e a d e r s h ip .  In a review of  t r a i t  r e se a rc h
between 1904 - 1947 and 1948 - 1970, S to g d i l l ^  p re se n te d  
a c l a s s i f i c a t i o n  system o f  l e a d e rs h ip  based on s ix  broad 
c h a r a c t e r i s t i c s  o f  l e a d e r s :  (1) p h y s ic a l  c h a r a c t e r i s t i c s ;
(2) s o c i a l  background; (3) i n t e l l i g e n c e  and a b i l i t y ;
(4) p e r s o n a l i t y ;  (5) t a s k - r e l a t e d  c h a r a c t e r i s t i c s ;  and
(6) s o c i a l  c h a r a c t e r i s t i c s .  A summary o f  s e l e c t e d  t r a i t s  
s tu d ie d  w i th in  each broad c h a r a c t e r i s t i c  i s  p re se n te d  in  ' 
Figure 1 .1 .
U n fo r tu n a te ly ,  th ese  many re sea rch ed  t r a i t s  have p r o ­
v ided l i t t l e  v a lu ab le  in fo rm ation  fo r  unders tand ing  l e a d e r ­
sh ip  e f f e c t i v e n e s s .  Problems w ith  the t r a i t  approach i n ­
clude:  (1) seldom did  any two l i s t s  agree on the  same e s ­
s e n t i a l  c h a r a c t e r i s t i c s ;  (2) t r a i t s  found in  lead e rs  were 
a lso  p r e s e n t  to  a la rg e  degree in  su b o rd in a te s ;  (3) f a c to r s  
s e p a ra te  from the le a d e r  such as the s i t u a t i o n  and the  sub­
o rd in a te s  were n o t  taken in to  c o n s id e r a t io n ;  and (4) empir­
i c a l  s tu d ie s ^  f a i l e d  to support  i t .
This does no t  mean, however, t h a t  the t r a i t  approach 
i s  t o t a l l y  i n v a l i d .  I t  has merely proved to  be too o v e r ­
s im p l i f i e d .  C h a r a c t e r i s t i c s  o f  le ad e rs  may w el l  be impor­
t a n t  p o in t s  f o r  s tudy ,  bu t  t r a i t s  alone do no t  make l e a d e r s .
c
S t o g d i l l ,  Handbook o f  L ead e rsh ip , pp. 74-75.
^See fo r  example L. C a r te r  and M. Nixon, ’’A b i l i t y ,  P e r ­
c e p tu a l ,  P e r s o n a l i t y  and I n t e r e s t  Fac to rs  A ssoc ia ted  with  
D i f f e re n t  C r i t e r i a  o f  L ea d e rsh ip ,” Jou rna l  o f  Applied Psy- 
chology, Vol. 27 (1949), pp. 377-388; C. A. Gibb, *’The P r in -  
c ip le s  and T r a i t s  o f  L ea d e rsh ip ,” Jou rn a l  o f  Abnormal and 
S oc ia l  Psychology, Vol. 42 (1947), pp. 267-284; and F. Merei 
’’Group Leadership  and I n s t i t u t i o n a l i z a t i o n , "  Human R ela t ions  
Vol. 2 (1949), pp. 23-29.
CATEGORY RESEARCHED TRAITS
P hysical 1. A c tiv ity , Energy 2. Age 3. Appearance, Grooming
C h a ra c te r is tic s 4. Heigiht 5. Weight
S oc ia l Background 1. Education 2. S o c ia l S ta tu s 3. M obility
In te l l ig e n c e  and 1. In te l l ig e n c e 2. Judgment, D ecisiveness 3. Knowledge
A b ility 4. Fluency o f  Speech
P e rso n a lity  . 1. A gressiveness, 2. A le rtn ess 3. Ascendance
A ssertiveness Dominance
4. Emotional 5. E xtroversion 6. Independence,
B alance, Control Nonconformity
7. O r ig in a l ity , 8. Personal I n te g r i ty , 9. Self-C onfidence
C re a tiv ity E th ic a l Conduct
Task-R elated 1. Achievement 2. Drive fo r 3. E n te rp r is e ,
Drive R esp o n sib ility I n i t i a t i v e
4. P e rs is te n ce 5. Responsible in 6. Task O rien ta tio n
A gainst O bstacles P u rsu it o f  O bjectives
S o c ia l 1. A b ili ty  to  E n l is t 2. A dm in istra tive 3. A ttra c tiv e n e ss
C h a rac te ris  t i c s Cooperation A b ili ty
4. C ooperativeness 5. Nuturance 6. P o p u la rity , P re s tig e
7. S o c ia b i l i ty , 8. S o c ia l P a r t ic ip a t io n 9. T act, Diplomacy
In te rp e rso n a l
S k i l ls
•
FIGURE 1.1 MAJOR RESEARCHED LEADER TRAITS
2. B e h a v io ra l /S ty le  Approach
The i n a b i l i t y  o f  the t r a i t  approach to c o n s i s t e n t l y  
def ine  s p e c i f i c  a t t r i b u t e s  t h a t  would d i s t i n g u i s h  s u c c e s s ­
f u l  from u n su ccess fu l  le a d e rs  nex t  l e d  r e s e a rc h e r s  to con­
s i d e r  the  p o s s i b i l i t y  t h a t  th e re  may be c h a r a c t e r i s t i c  b e ­
h av io r  p a t t e r n s  o r  s t y l e s  which are  more e f f e c t i v e  than 
o th e r s .  I f  t h e s e ' c o u l d  be found and measured, they  could 
serve as a sound b a s i s  f o r  l e a d e r  t r a i n i n g  and development.
In t h i s  s e c t i o n ,  e i g h t  o f  the  most popu la r  b e h a v i o r a l / s t y l e  
p ro p o s i t io n s  are  d iscu ssed :  (1) T a y lo r ’s S c i e n t i f i c  Man­
agement; (2) Mayo's Human R e la t ions  Approach; (3) The Lewin, 
L i p p i t t ,  and White S tu d ie s ;  (4) The Ohio S ta t e  S tu d ie s ;
(5) The Michigan S tu d ie s ;  (6) McGregor's Theories  X and Y;
(7) Blake and Mouton's M anagerial  Grid; and (8) L i k e r t ’s 
System 4 Management.
7
a) Taylor  and Mayo: Harbingers  o f  S ty le
I n t e r e s t  in  and subsequent approaches to the behav io r  
of leade rs  can in  l a rg e  p a r t  be t r a c e d  to  two men, F reder ick  
Taylor and E lton  Mayo, who r e s p e c t iv e ly  were among the major
7
This b r i e f  review o f  Taylor  and Mayo's p o s i t io n s  i s  
o v e r s im p l i f i e d .  Tay lo r ,  f o r  example, d id  n o t  t o t a l l y  neg ­
l e c t  the human elem ent,  bu t  s t r e s s e d  the  i n d i v id u a l ,  not 
the group s id e  o f  man. Both men a lso  had fo l low ers  (T a y lo r 's  
" e f f i c i e n c y  e x p e r t s "  and Mayo's "happiness  boys") who f a s h ­
ioned out m i s in t e r p r e t e d  "cookbook" techniques  which b lu r r e d  
t h e i r  o r i g i n a l  p h i lo s o p h ie s .  What i s  p re se n te d  here i s  a 
b r i e f  s ta tem ent  o f  t h e i r  o v e r a l l  g en e ra l ly  acknowledged 
s tan d s .  For more in fo rm ation  see D. A. Wren, The Evolution  
o f  Management Thought (New York: The Ronald P r e s s , 1972) .
fo rces  behind  " s c i e n t i f i c  management" and the "human r e l a ­
t io n s "  movement.
O
T a y lo r ' s  " t a s k  management", o r  as i t  was l a t e r  c a l l e d  
" s c i e n t i f i c  management", sought in  the  e a r l y  1900's  to  r e ­
duce the g re a t  lo s s e s  o rg a n iz a t io n s  s u f f e r e d  through i n e f f i ­
ciency. His b a s ic  remedy c o n s i s t e d  o f :  (1) s e t t i n g  a p p r o - .
p r ia ' te  r a t e s  or stan'dards through time s tudy ;  (2) s e l e c t i n g  
" f i r s t  c l a s s  men" fo r  p o s i t io n s  fo r  which t h e i r  a b i l i t i e s  
q u a l i f i e d  them; (3) g iv ing  workers d e t a i l e d  t r a i n i n g  so t h a t
they would perform p r e d ic t a b ly ;  and (4) paying them on a 
q
p iece  r a t e  system. I t  was f e l t  t h i s  would in su re  coopera­
t i o n  between management and the men s in ce  both  would b e n e f i t  
The r e s u l t  would be in c re a se d  p r o d u c t i v i t y ,  w ith  lower p e r  
u n i t  la b o r  cos ts  f o r  management and h ig h e r  wages fo r  the  men 
From the mid-1920's th ru  the 19 30 's  E l ton  Mayo‘S  and 
h is  a s s o c i a t e s ^  ushered  in  the  "human r e l a t i o n s "  movement 
which to a la rg e  degree superseded s c i e n t i f i c  management. 
J u s t  as s c i e n t i f i c  management was a p roduc t  o f  i t s  t ime, so
O
F. W. Taylor,  Shop Management (New York: Haider and
Row, 1903); and F. W. Taylor,  The P r i n c i p l e s  o f  S c i e n t i f i c  
Management (New York: Harper and Row, 1911).
9I t  i s  i n t e r e s t i n g  to no te  t h a t  Tay lo r ,  through h is  
d i f f e r e n t i a l  p i e c e - r a t e  p l a n ,  was a fo re ru n n e r  o f  c o n t in ­
gency t h e o r i s t s ,  l i n k in g  d i f f e r e n t i a l  rewards to measures 
o f  employee performance.
■^E. Mayo, The Human Problems o f  an I n d u s t r i a l  C iv i ­
l i z a t i o n  (New York: Macmillan Co., 1933).
11F. J .  R o e th l isb e rg e r  and W. J .  Dickson, Management 
and the Worker (Cambridge, Mass.: Harvard U n iv e rs i ty
P r e s s , 1939).
was the human r e l a t i o n ' s  movement. The p r o t e s t a n t  e t h i c
was g iv ing  way to a s o c i a l  e t h i c ,  the  d ep ress ion  delayed
f u r t h e r  resource  accum ulation ,  th e re  was a d ec l in e  in  the
l e v e l  o f  esteem given to  businessmen, and th e re  was in -
12creased  government involvement w ith  b u s in e s s .  In sum, 
these  led  to  the  e a r l i e r  s p i r i t  o f  in d iv id u a l i s m  and human 
com peti t ion  be ing  supplemented by a need fo r  human c o l l a b ­
o r a t io n .
Perhaps the most im portan t  c o n t r ib u t io n  made during
t h i s  p e r io d  was a group o f  experiments known c o l l e c t i v e l y
as the Hawthorne S tu d ie s ,  which were conducted a t  the
13Hawthorne p l a n t  o f  the Western E l e c t r i c  Company by a r e ­
sea rch  team headed by Mayo. This was the f i r s t  time t h a t  
a sy s tem a t ic  s tudy  was made o f  the  human f a c t o r  in  manage­
ment. A b a s ic  le sso n  o f  t h i s  re se a rc h  was th a t  the b u s i ­
ness  o rg a n iz a t io n  i s  a s o c i a l  system and t h a t  as such, i t s  
members p r e f e r  to  be t r e a t e d  as human beings r a t h e r  than
12 Wren, The Evolu t ion  o f  Management Thought, 
pp. 382-403.
13For d e s c r ip t io n s  see Mayo, Human Problems o f  an I n ­
d u s t r i a l  C i v i l i z a t i o n , pp. 55-69; and R o e th l i s b e rg e r  and 
Dickson, Management and the  Worker, pp. 15-86. I t  i s  in -  
t e r e s t i n g  to n o te ,  as p o in te d  out by L u thans , t h a t  many 
contemporary d iscu ss io n s  o f  the Hawthorne S tud ie s  have ex ­
cluded important  im p l ic a t io n s  concerning  s u p e rv i s io n .  For 
example, the  p o s i t i v e  a t t i t u d e s  and in c re a se d  p r o d u c t i v i t y  
o f  the r e la y  room workers as compared to the oppos i te  f o r  
the  bank w ir ing  room employees seems to be l a r g e ly  a t t r i ­
b u tab le  to  the presence o f  d i f f e r i n g  c l im a tes  o f  s u p e rv is io n  
in  the  two rooms (a f r i e n d ly ,  a t t e n t i v e  c l im ate  o f  s u p e r ­
v i s io n  in  the  r e la y  room vs.  an i n h i b i t i n g  c l im a te  o f  con­
t r o l  and o rd e r  in  the  bank w ir ing  room). For f u r t h e r  e l a b ­
o ra t io n  see F. Luthans, O rg a n iza t io n a l  Behavior (New York: 
McGraw-Hill, 1977).
simply as o th e r  f a c t o r s  o f  p ro du c t io n .  I t  was f e l t  th a t  
i f  the  s o c i a l  fu n c t io n  was s a t i s f i e d  i t  would lead  to  f u l ­
f i l lm e n t  o f  the  economic fu n c t io n .
Both Mayo and Taylor sought the s i m i l a r  goal o f  im­
proved o rg a n iz a t io n a l  outcomes (such as h ig h e r  p r o d u c t i v i t y  
and labo r  management harmony), but  t h e i r  means to th e se  ends 
d i f f e r e d .  For example: (1) Mayo co n c en t ra ted  on the  s o c i a l
environment, Taylor  on the  p h y s ic a l  environment; (2) Taylor  
s t r e s s e d  worker economic r e t u r n ,  Mayo downgraded money and 
s t r e s s e d  group membership; and (3) Taylor saw the fu n c t io n  
o f  the  le a d e r  as s e t t i n g  up and en fo rc ing  performance c r i ­
t e r i a ,  whereas Mayo saw the l e a d e r ' s  fu n c t io n  as f a c i l i t a t ­
ing coopera t ive  goal a t ta inm en t  by keeping the workers 
happy.
In e ssence ,  th e n ,  the  l e a d e r ' s  ro le  under Taylor  
s t r e s s e d  a concern fo r  t a s k ,  while the l e a d e r ' s  r o l e  under 
Mayo emphasized a concern fo r  r e l a t i o n s h i p s .  The r e c o g n i ­
t io n  of th ese  two p o in t s  o f  view (one s t r e s s i n g  p ro d u c t io n ,  
the  o th e r  people) c h a ra c te r iz e s  the w r i t in g s  o f  the o th e r  
b e h a v io r a l / s t y l e  approaches which fo llow. They t y p i c a l l y  
embrace e i t h e r  one and /o r  the  o th e r  ph i losophy .
b) Lewin, L i p p i t t ,  and White S tud ies
The emphasis on p e o p le -p ro d u c t iv i ty  a lso  de r iv e s  in
14p a r t  from the Lewin, L i p p i t t ,  and White c l a s s i c  s tu d ie s
^ K .  Lewin, R. L i p p i t t ,  and R. K. White, " P a t t e r n s  of  
Aggressive Behavior in  Exper im enta l ly  Created  S o c ia l
on le a d e rsh ip  a t  the U n iv e rs i ty  o f  Iowa in  the  l a t e  1930’ s 
and e a r l y  1940' s .  Hobby groups (engaging in  ta sk s  such 
as making masks and soap ca rv ings)  o f  ten  yea r  o ld  boys 
were e s t a b l i s h e d .  The groups were le d  by a d u l t s  t r a i n e d  
to respond in  the  le a d e rs h ip  s t y l e s :  dem ocra t ic ,  a u to ­
c r a t i c ,  and l a i s s e z - f a i r e .  The a u t o c r a t i c  l e a d e r  d e t e r ­
mined the  p o l i c y  o f  the  group, a ss ign ed  ta sk s  and ta sk  
p a r t n e r s ,  d i c t a t e d  the s tep s  fo r  a t t a i n i n g  group g o a ls ,  
and remained a lo o f  from the group. The democratic  l e a d e r  
allowed the  group to  determine p o l i c y ,  a llowed members to 
choose t h e i r  own ta sk s  and t a s k  p a r t n e r s ,  o f f e r e d  sugges­
t i o n s  as to procedures  and t a s k s ,  and p a r t i c i p a t e d  in  
group t a s k s .  The l a i s s e z - f a i r e  l e a d e r  gave complete f r e e ­
dom to h is  group and did n o t  p a r t i c i p a t e  in  group a c t i v i ­
t i e s .  The a d u l t  group lead e rs  were r o t a t e d  p e r i o d i c a l l y  
so t h a t  each group could experience  a l l  th ree  types  o f  
l e a d e r s h ip .  This was done to show the e f f e c t s  o f  l e a d e r ­
sh ip  s t y l e  on v a r ia b le s  such as s a t i s f a c t i o n  and agg ress ion .
The r e s u l t s  in d i c a t e d  t h a t  the boys overw helm ing ly^  
p r e f e r r e d  t h e i r  democratic  l e a d e r s .  P r o d u c t iv i ty  was n o t  
d i r e c t l y  measured, but the r e s u l t s ’ d id  show th a t  boys under
C l im ates ,"  Jou rna l  o f  S oc ia l  Psychology, Vol. 10, (1939), 
pp. 2 71-301"! and R. L i p p i t t ,  "An Experimental Study o f  the 
E f f e c t  o f  Democratic and A u th o r i t a r i a n  Group Atmospheres," 
U n iv e r s i ty  o f  Iowa S t u d ie s , Vol. 16, (1940, pp. 43-198.
"^Overwhelmingly, but  no t  unanimously. The f a c t  t h a t  
the a u to c r a t i c  le a d e r  was p r e f e r r e d  by some boys perhaps 
foreshadowed a l a t e r  c r i t i c i s m  o f  the s t y l e  approach in  
t h a t  suppor te rs  o f te n  seemed to favor  a "one b e s t  way" 
while the  f a c t s  po in ted  to a more " s i t u a t i o n a l "  approach.
the a u t h o r i t a r i a n  l e a d e r  were t h i r t y  times as h o s t i l e  and 
e i g h t  times as agg ress ive  as they were under the  democratic  
l e a d e r .
In g en e ra l ,  these  r e s u l t s  were i n t e r p r e t e d  by many as 
i n d i c a t i n g  t h a t  dem ocratic ,  people o r i e n t e d  l e a d e rs h ip  i s  
s u p e r io r .  This today, however, i s  cons ide red  to be too 
much o f  a g e n e r a l i z a t i o n  fo r  reasons sucK as some o f  the 
v a r ia b le s  were not  c o n t r o l l e d  and because t e n -y e a r  o ld  boys 
making model a i rp la n e s  and masks are a long way from a d u l t s  
working in  complex o r g a n iz a t io n s . " ^
Even co n s id e r in g  the l i m i t e d  n a tu re  o f  these  s t u d i e s ,  
however, they were very im portan t  s in ce  they  served  as a 
spark  which i g n i t e d  many o th e r  i n v e s t i g a t i o n s  in to  l e a d e r ­
sh ip  s t y l e s .  Could f u r t h e r  support  be found fo r  d i f f e r e n t  
l e a d e r  s t y l e s  or behaviors  producing v a r ie d  o rg a n iz a t io n a l  
outcomes?
c) Ohio S ta te  Leadership S tud ies
17One o f  the most comprehensive s e r i e s  o f  s tu d ie s  on 
l e a d e r  behav ior  was conducted a t  Ohio S ta t e  U n iv e rs i ty  
during  approximately  the years  1946 - 1956. Through
These c r i t i c i s m s  were drawn from F. Luthans, Orga­
n i z a t i o n a l  B ehav ior , pp. 434-436.
17 For a review of the Ohio S ta te  S tud ie s  see S t o g d i l l ,  
Handbook o f  L eadersh ip , pp. 128-141; and E. A. Fleishman, 
•'Twenty Years o f  C onsidera t ion  and S t r u c t u r e , "  in  Current  
Developments in  the Study o f  L ea d e rsh ip , E. A. Fleishman 
and J .  G. Hunt, E d s . ,  (Carbondale: Southern I l l i n o i s
U n iv e rs i ty  P re s s ,  1973), pp. 1-40.
f a c t o r - a n a l y t i c  p rocedures ,  i n v e s t i g a t o r s  sought to d e t e r ­
mine the s m a l le s t  number o f  independent dimensions which 
would adequate ly  desc r ibe  l e a d e r  behav io r .  The r e s u l t  was 
the i s o l a t i o n  o f  two dimensions which were termed " c o n s id e r ­
a t i o n ” and " i n i t i a t i n g  s t r u c t u r e . "  These dimensions were 
def ined  as fo l lows:
C ons idera t ion :  r e f l e c t s  the e x te n t  to which
an in d iv id u a l  i s  l i k e l y  to  have job r e ­
l a t i o n s h ip s  c h a r a c t e r i z e d  by mutual t r u s t ,  
r e sp e c t  fo r  s u b o rd in a te s '  id e a s ,  and con­
s i d e r a t i o n  o f  t h e i r  f e e l in g s .  A high 
score  i s  i n d i c a t i v e  o f  a c l im a te  o f  good 
rap p o r t  and two-way communication. A low 
score  i n d ic a te s  the s u p e rv i s o r  i s  l i k e l y  
to be more impersonal in  h i s  r e l a t i o n s  
w ith  group members.
I n i t i a t i n g  S t ru c tu r e :  r e f l e c t s  the e x te n t  to
which an in d iv id u a l  i s  l i k e l y  to def ine  
and s t r u c t u r e  h i s  ro le  and those o f  h is  
subord ina tes  toward goal a t t a in m e n t .  A 
high score on t h i s  dimension c h a ra c te r iz e s  
in d iv id u a ls  who p lay  a more a c t iv e  ro le  
in  d i r e c t i n g  group a c t i v i t i e s  through 
p lann ing ,  communicating in fo rm a t io n ,  sched­
u l in g ,  t r y in g  out new id e a s ,  e t c . 1 **
A method, depending on the n a tu re  o f  the respondent 
p o p u la t io n ,  was developed to measure these  dimensions. The 
Leadership Opinion Q u es t ion na ire ,  us ing  a L ik e r t - ty p e  a t t i ­
tude s c a l e ,  a t tem pts  to a ssess  how le a d e rs  th in k  they should  
behave in  l e a d e r s h ip  r o le s .  The Leader Behavior D esc r ip t ion  
Q u es t io n n a i re ,  on the o th e r  hand, t y p i c a l l y  measures sub­
o rd in a te  p e rcep t io n s  o f  lead e r  b eh av io r ,  though o th e r  ob­
se rv e r s  of  the  l e a d e r ' s  behavior  such as pee rs  o r  s u p e r io r s
18E. A. Fleishman and D. R. P e t e r s ,  " I n te r p e r s o n a l  
Values, Leadership A t t i tu d e s ,  and Managerial S uccess ,"  
Personnel Psychology, Vol. 15 (1962), p. 130.
can complete the q u e s t io n n a i r e .
The scores  from th ese  in s t rum en ts  were then used to  i n ­
d ic a te  a s u p e r i o r ' s  s t y l e  ( in  terms of  c o n s id e r a t io n  and i n ­
i t i a t i n g  s t r u c t u r e )  o f  l e a d e r s h ip .  Since the  two dimensions 
were assumed to  be independent o f  each o th e r ,  i t  was p o s s i ­
b le  to  cons ide r  four  b a s ic  g ene ra l  l e a d e rsh ip  s t y l e s :
(1) high c o n s id e r a t io n  and high i n i t i a t i n g  s t r u c t u r e ;
(2) low c o n s id e r a t io n  and low i n i t i a t i n g  s t r u c t u r e ;  (3) high 
c o n s id e ra t io n  and low i n i t i a t i n g  s t r u c t u r e ;  and (4) low con­
s i d e r a t i o n  and high i n i t i a t i n g  s t r u c t u r e .  These four combi­
n a t io n s  can be demonstrated as shown in  Figure 1 .2 .
High C onsideration  
Low S tru c tu re
High S tru c tu re  
High C onsideration
Low S tru c tu re  
Low C onsideration
High S tru c tu re  
Low C onsideration
(Low) I n i t i a t i n g  S tru c tu re  (High)
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A la rg e  number o f  s tu d ie s  have cons idered  the e f f e c t s  
o f  these  s t y l e s  on o r g a n iz a t io n a l  outcomes. Much o f  the  
e a r l i e r  re se a rc h  seemed to  imply th a t  the optimal b lend  o f  
le a d e rsh ip  s t y l e  was the h igh  s t r u c t u r e  - -  h igh c o n s id e r a t io n  
p o s i t i o n .  While having i n t u i t i v e  appea l ,  subsequent re se a rc h
h as ,  however, l a r g e l y  shown the  Hi-Hi l e a d e r  paradigm to be
.. 19 a myth. .
Perhaps the b e s t  known d iscu ss io n  o f  the  m er i ts  o f  the
20Ohio S ta te  re se a rc h  i s  the c r i t i q u e  o f  Korman. He con­
cluded t h a t :  (1) most o f  the  s tu d ie s  y i e l d  i n s i g n i f i c a n t
c o r r e l a t i o n s  between l e a d e r  behav io r  measures and c r i t e r i a ;
(2) most re se a rc h e r s  made l i t t l e  e f f o r t  to co n s id e r  the  i n ­
fluence o f  s i t u a t i o n a l  v a r i a b le s  on l e a d e r sh ip  b ehav io r ;
(3) r a t e r  p e rc e p t io n s  may o f te n  have been d i s t o r t e d  due to 
the f a c t  th a t  many o f  the s tu d ie s  employed designs which r e ­
q u i red  t h a t  p r e d i c t o r  and c r i t e r i o n  r a t i n g s  be made by
the same in d iv id u a l ;  and; (4) the  theo ry  has p rov ided  few 
answers to the q u es t io n  o f  c a u s a l i t y  because o f  the  g re a t  
emphasis p laced  on s t a t i c  c o r r e l a t i o n a l  da ta .
19 See fo r  example L. L. Larson, J .  G. Hunt, R. N. Osborn, 
"The Great Hi-Hi Leader Behavior Myth: A Lesson From Occam's
Razor," Academy o f  Management J o u r n a l . Vol. 19 (1976), 
pp. 628-641; E. A. Fleishman and E. F. H a r r i s ,  " P a t t e rn s  o f  
Leadership Behavior R ela ted  to  Employee Grievances and Turn­
o v e r ,"  Personnel Psychology, Vol. 15 (1962), pp. 43-56; and
E. A. Fleishman, E. F. H a r r i s ,  and H. E. B u r t t ,  Leadership 
and Superv is ion  in  I n d u s t r y , (Columbus: The Ohio S ta te
U n iv e r s i ty ,  Bureau o f  E duca t iona l  Research, 1955).
20 A. K. Korman, "C o n s id e ra t io n ,  I n i t i a t i n g  S t r u c t u r e ,  
and O rg an iza t ion a l  C r i t e r i a  - -  A Review," Personnel  Psy­
chology, Vol. 19 (1966), pp. 349-361.
21As no ted  by Kerr and Schriesheim  in  a 19 74 update o f  
Korman's 1966 review, some o f  these  problems are  beginning 
to be p a r t i a l l y  c o r re c te d .  (For example, many p o s s ib le  mod­
e r a t o r  v a r ia b le s  between l e a d e r  behav io r  p r e d ic to r s  and c r i ­
t e r i a  have been examined.) However, Kerr and Schriesheim 
concluded, " i t  i s  obvious t h a t  a g r e a t  dea l  o f  a d d i t i o n a l  
re se a rc h  needs to be done be fo re  d e f i n i t i v e  s ta tem en ts  about
the e f f e c t s  o f  these  two beh av io r  dimensions w i l l  be pos- 
22s i b l e ."
The major c o n t r ib u t io n  o f  the  Ohio S ta te  s tu d i e s  was 
t h a t  they were the  f i r s t  to  p o in t  out and emphasize the im­
portance  o f  both people  and p ro d u c t io n .  The. gap between 
the people o r i e n t a t i o n  o f  the  human r e l a t i o n s  emphasis and 
the  p roduc t ion  o r i e n t a t i o n  o f  the s c i e n t i f i c  management 
movement had been diminished.
d) U n iv e rs i ty  o f  Michigan Leadership S tud ies
At approximately  the same time t h a t  the Ohio S ta te
2 3s tu d ie s  were being conducted, another  s e r i e s  o f  s i m i l a r  
le ad e rsh ip  s tu d ie s  got underway a t  the U n iv e r s i ty  o f
21S. Kerr and C. Schrieshe im , "C o n s id e ra t io n ,  I n i t i ­
a t in g  S t ru c tu r e ,  and O rg an iza t io n a l  C r i t e r i a  - - A n  Update 
o f  Korman's 1966 Review," Personnel  Psychology, Vol. 27 
(1974), pp. 555-568.
22 Kerr and Schrieshe im , "C o ns id e ra t ion  I n i t i a t i n g  
S t r u c tu r e ,  and O rg a n iz a t io n a l  C r i t e r i a  - - A n  Update o f  
Korman's 1966 Review," p .  565.
2 3For a review o f  th ese  s tu d ie s  see R. L i k e r t ,  
"Foreward," in  D. Katz, N. Maccoby, and N. Morse, P r o d u c t i ­
v i t y ,  Superv is ion  and Morale in  an O ff ice  S i t u a t i o n ,
Michigan 's  I n s t i t u t e  f o r  S o c ia l  Research. The b a s i c  p u r ­
pose o f  most o f  th e se  s tu d ie s  was to determine what s u p e r ­
v iso ry  p r a c t i c e s  c o n t r ib u te d  to employee s a t i s f a c t i o n  and 
p r o d u c t i v i t y .
The i n i t i a l  s tudy  was begun in  1947 a t  the home o f f i c e  
o f  the  P r u d e n t i a l  Insurance  Company. L a te r  hundreds o f  
s i m i l a r  s t u d i e s  were conducted in  a wide v a r i e t y  o f  in d u s ­
t r i e s  (such as heavy machinery, chemical,  and governmental) 
and da ta  was c o l l e c t e d  from thousands o f  employees who p e r ­
formed var ious  ta sk s  (from u n s k i l l e d  to h ig h ly  skil led)* .
Because o f  the many d i f f e r e n t  p o p u la t io n s ,  r e se a rc h  
methods, and measures o f  le a d e r  behav io r  employed, the  draw­
ing o f  s p e c i f i c  conc lus ions  i s  somewhat d i f f i c u l t .  How­
eve r ,  some o f  the  im portan t  f ind ings  o f  the  Michigan group 
inc luded :
1. Two d i f f e r e n t  s t y l e s  o f  l e a d e rs h ip  were i d e n t i f i e d :  
employee-centered and jo b -c e n te re d .  The em ployee-centered  
l e a d e rs h ip  s t y l e  was s i m i l a r  to the Ohio S ta te  dimension o f  
c o n s id e r a t io n .  The em ployee-centered  le a d e r  was people-  
o r i e n t e d ,  d e leg a ted  d ec is io n  making, c r e a te d  a su ppor t ive  
work environment, and was concerned w ith  employee needs ,  
advancement, growth, and achievement. The jo b -c e n te re d  
le a d e rsh ip  s t y l e  was s i m i l a r  to the Ohio S ta t e  dimension 
o f  i n i t i a t i n g  s t r u c t u r e .  The jo b -c e n te re d  le a d e r  was more
(Ann Arbor, Michigan: U n iv e rs i ty  o f  Michigan, Survey Re­
search  C enter ,  1950), pp. i - i x ;  R. L ikert*  New P a t t e rn s  o f  
Management, (New York: McGraw-Hill, 1961); and R. L ik e r t ,
The Human O rg a n iz a t io n , (New York: McGraw-Hill, 1967).
t a s k - o r i e n t e d ,  p r a c t i c e d  c lose  s u p e rv i s io n ,  and o f ten  
r e l i e d  on coercive power.
2. Another f in d in g  was t h a t  employee p r o d u c t iv i ty
24was n o t  d i r e c t l y  r e l a t e d  to  s a t i s f a c t i o n .  Highly p r o ­
ductive  employees were no more l i k e l y  than low producing 
employees to be s a t i s f i e d .
3. A t h i r d  major id ea  was the Mi'chigan s t y l e  con*-
tinuum. O r ig in a l ly  the r e s e a rc h e r s  f e l t  i t  would be
d i f f i c u l t  fo r  a l e a d e r  to  ho ld  both  an employee and a
jo b -c e n te re d  o r i e n t a t i o n .  This sugges ted  a continuum
where as a s u p e rv is o r  became more j o b - o r i e n t e d ,  he would
n e c e s s a r i l y  become l e s s  em ployee-or ien ted .  Along t h i s
continuum i t  was f e l t  t h a t  an employee-centered  s tance
25was b e s t ,  s ince  e a r l y  s tu d ie s  i n d ic a te d  t h a t  s u p e r ­
v is o r s  o f  h igh producing u n i t s  tended to  be employee- 
cen te red  in  t h e i r  a t t i t u d e s .
2 g
4. L a te r  s t u d i e s ,  however, showed t h a t  employee- 
cen te red  and jo b -c e n te re d  su p e rv is io n  may be independent 
dimensions. Like c o n s id e r a t io n  and i n i t i a t i n g  s t r u c t u r e ,  
a le a d e r  can be e i t h e r  h igh  o r  low on one o r  both d i ­
mensions. (See Figure 1 .3 ) .  In t h i s  scheme, the  most
24R. L. Kahn, " P r o d u c t iv i t y  and Job S a t i s f a c t i o n , "  
Personnel Psychology, Vol. 13 (1960), p.  277.
2 5Katz, Maccoby, and Morse, P r o d u c t iv i ty ,  Super­
v i s io n ,  and Morale in  an O ff ice  S i t u a t i o n .
2 6 D. Katz and R. L. Kahn, "Human O rgan iza t ion  and 
Worker M ot iva t ion ,"  in  I n d u s t r i a l  P r o d u c t i v i t y , L. R. 
Tripp ,  e d . , (Madison, Wise: I n d u s t r i a l  R e la t ions  Re­
sea rch  A sso c ia t io n ,  1952); and Kahn, " P ro d u c t iv i ty  and 
















FIGURE 1 .3  JOB-CENTERED/EMPLOYEE-CENTERED STYLES
2 7su c c e s s fu l  l e a d e rs  were f e l t  to be those  who combined
2 8employee-centered  and jo b -c e n te re d  o r i e n t a t i o n s .  This 
was s i m i l a r  to  the  Ohio S ta te  Hi-Hi l e a d e r  paradigm.
Generally  speak ing ,  s ince  the Michigan and Ohio S ta te  
e f f o r t s  were r a t h e r  p a r a l l e l ,  s i m i l a r  comments concerning 
the a p p l i c a b i l i t y  o f  both can be made. For example, i t  
has been argued t h a t  the Michigan s t u d i e s ,  l i k e  the Ohio
2 7I t  should  be no ted  t h a t  some o f  these  ( e .g .  L ik e r t  
1961j a s s o c ia te d  w ith  the work a t  Michigan imply th a t  
employee-centered l e a d e r  behav io r  i s  more e f f e c t i v e  in  the 
long run under a l l  c i rcum stances .  More w i l l  be s a id  on t h i s  
l a t e r  in  the  d isc u ss io n  o f  L iker t* s  management systems.
2 8Kahn, " P ro d u c t iv i ty  and Job S a t i s f a c t i o n , "  p. 282; 
and R. L ik e r t ,  " P a t t e rn s  in  Management,'* in  S tud ies  in  
Personnel  and I n d u s t r i a l  Psychology, rev .  ed. , e d . , £. A. 
Fleishman (Homewood, 111.: The Dorsey P re s s ,  1967),
pp. 376-392.
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S ta te  s t u d i e s ,  f a i l e d  to adequate ly  co n s id e r  s i t u a t i o n a l  
29f a c t o r s .  I t  i s  doubtfu l  t h a t  l e a d e rs  h igh on both em­
ployee and job o r i e n t a t i o n s  are the  most e f f e c t i v e  under 
a l l  c i rcu m stan ces .  In a d d i t io n  the Michigan s tu d ie s  can 
be c r i t i c i z e d  fo r  being  too im prec ise .  Saying th a t  a lead e r  
should be e i t h e r  em ployee-centered ,  o r  both employee-centered 
and jo b - c e n te r e d ,  i s  so b road ly  s t a t e d  t h a t  i t  w i l l  l i k e l y  be 
p r e s c r i p t i v e l y  u s e l e s s . ^
\
e) McGregor's Theory X and Theory Y
31Douglas McGregor's Theory X and Theory Y i s  probably 
one o f  the  most widely known b eh a v io ra l  t h e o r i e s  among p r a c ­
t i t i o n e r s  and academicians a l i k e .  I t s  p reva lence  undoubt­
edly  i s  due in  la rg e  p a r t  to i t s  p e rce iv ed  s i m p l i c i t y .  I t s  
e s s e n t i a l  p ro p o s i t io n s  are  pu t  f o r th  in  Figure 1 .4 .
McGregor's theory  p r e s c r ib e s  how le a d e r s  should behave. 
P r e s c r i p t i o n s  flow from assumptions h e ld  by the le a d e r .  The 
f i r s t  s e t  o f  assumptions McGregor examined was Theory X, 
which r e p re s e n te d  the t r a d i t i o n a l  approach to managerial b e ­
h a v io r .  Theory X b a s i c a l l y  assumed t h a t  people d i s l i k e d  work, 
were n o t  r e s p o n s ib le ,  and had to  be fo rced  to work. The
2q
See fo r  example, 0. Behling and C. Schriesheim, 
O rg a n iza t ion a l  Behavior,  Theory, Research, and A p p l i c a t io n , 
(Boston: Allyn and Bacon, I n c . ,  1976), p. 301.
H. Vroom, "Leadership'* in  Handbook o f  I n d u s t r i a l  
and O rg an iza t io n a l  Psychology, e d . ,  Marvin Dunnette (Chicago: 
Rand McNally, 1§76), p. 1533.
31D. McGregor, The Human Side o f  th e  E n te rp r i s e  (New 
York: McGraw-Hill Co., 1960).
THEORY X THEORY Y
ASSUMPTIONS ABOUT PEOPLE ASSUMPTIONS ABOUT PEOPLE
Most people . . . Most people . . .
1) lack  am bition 1) w ill  work hard  to  accomplish 
worthwhile goals
2) are s e l f - c e n te re d 2) are  able to  seek team goals
' 3) are  in d o le n t 3) enjoy m eaningful work and 
want to  be busy
4) are  in d i f f e r e n t  to  
o rg a n iz a tio n a l needs
4) w ill  become committed to  
m eaningful o rg a n iz a tio n a l 
goals
5) are p r im a rily  m otivated  
by low er-o rder needs
5) are  p r im a rily  m otivated 
by h ig h e r-o rd e r  needs
6) d is l ik e  r e s p o n s ib i l i ty 6) l ik e  r e s p o n s ib i l i ty
7) p re fe r  to  be led 7) p re fe r  s e l f - d i r e c t io n
8) are  r e s i s t a n t  to  change 8) w il l  adapt to  change
LEADERSHIP PRACTICES LEADERSHIP PRACTICES
A le a d e r  should  . . . A lea d e r should  . . .
1) p lan , o rg an ize , d i r e c t  
and c lo se ly  c o n tro l th e  
e f f o r t s  o f  h is  people
1) l e t  employees become involved 
in  p lan n in g , o rg an iz in g , and 
c o n tro l lin g  t h e i r  own e f f o r t s
2) not ge t too c lo se  to  
h is  employees
2) know each employee p e rso n a lly
3) assu re  th a t  h is  a u th o r i ty  
i s  unquestionable
3) r e ly  on earned , n o t formal 
a u th o r ity
4) make most o f  th e  
im portan t d ec is io n s
4) de leg a te  the  a u th o r ity  
to  make d ec is io n s
5) push people to  keep 
them m otivated
5) m otivate  people by g iv ing  
cha lleng ing  assignm ents
6) punish m istakes 6) focus on re so lv in g , no t 
pun ish ing  m istakes
FIGURE 1.4  THEORY X AND THEORY Y 
ASSUMPTIONS AND RESULTING LEADERSHIP PRACTICES
second s e t  o f  assum ptions ,  Theory Y, was put  fo r th ,  as an 
a l t e r n a t i v e  view t h a t  could  lead  to g r e a t e r  m otiva t ion  and 
s a t i s f a c t i o n  o f  i n d iv id u a l  and o r g a n iz a t io n a l  needs.  Theory 
Y b a s i c a l l y  assumed t h a t  work i s  n a t u r a l ,  c r e a t i v i t y  i s  
w idespread,  people  seek r e s p o n s i b i l i t y ,  and people e x e rc i s e  
s e l f - c o n t r o l .  Under Theory Y, le a d e rs  could  un leash  man’s 
p o t e n t i a l  and m otiva te  .him through s a t i s f a c t i o n s  which come 
from the cha l lenge  o f  work i t s e l f .  E x te rna l  force  could be 
r e p la ced  w ith  in d iv id u a l  commitments to o rg a n iz a t io n a l  
goals  th ru  techn iques  such as d e c e n t r a l i z a t i o n ,  job e n l a r g e ­
ment, and c o n s u l t a t i v e  management.
Theory Y c r i t i c i z e d  Theory X and c a l l e d  fo r  a new man-
32a g e r i a l  ph i losophy .  Theory X assumptions were s a id  to  i n ­
a c c u ra te ly  m ir ro r  the n a tu re  o f  man and to appeal to only 
the lower p h y s io lo g ic a l  and s a f e ty  needs .  Management ap­
proaches which developed from these  assumptions were f e l t  
to  n o t  only o f te n  f a i l  to m otivate  p eop le ,  b u t  to a lso  f r e ­
quen t ly  c r e a t e  s e l f - f u l f i l l i n g  p ro p h ec ie s .  For example, 
us ing  fo rce  based  on Theory X assumptions could  breed  coun­
t e r f o r c e s  such as r e s t r i c t i o n  of  output  and antagonism, 
which in  tu rn  could e a s i l y  r e s u l t  in  more fo rce  or c o n t ro l .
N e i th e r  th e o ry ,  however, has proven to  be b e s t  fo r  a l l
32There i s  some disagreement as to whether McGregor’s 
s ta tem ents  o f  Theory X and Theory Y c o n s t i t u t e  an "un ive r -  
s a l i s t i c ” l e a d e r s h ip  p ro p o sa l .  However, even i f  th e re  i s  
q ues t ion  rega rd ing  the s u p p o s i t io n  o f  Theory Y le a d e rsh ip  
behav io r  being  always b e s t ,  McGregor c e r t a i n l y  seems to 
in d i c a t e  a b e l i e f  t h a t  Theory Y assumptions are  the  b e s t  
ones fo r  a l e a d e r  to  make about employees in  the  long run 
s ince  the  r e s u l t i n g  le a d e r  behav io r  i s  the type which can 
maximize human p o t e n t i a l .
s i t u a t i o n s .  Theory X has been ev a lu a te d  as ’’o rg a n iz a t io n s
without p eop le” and Theory Y as "people w ithou t  o rgan iza-
. . ,.33t i o n s ."
Theory X may be a p p ro p r ia te  in  s i t u a t i o n s  where the 
job does no t  o f f e r  much i n s t r i n s i c  job s a t i s f a c t i o n ,  in  
s i t u a t i o n s  where ou tp u t  can be o b j e c t i v e l y  measured, and 
in  emergency s i t u a t i o n s .
34Theory Y has s e v e r a l  l i m i t a t i o n s  in c lu d in g  not 
everyone has the impulse to ach ieve ,  some people want to 
be dependent,  and n o t  a l l  persons can be t r u s t e d  to the 
e x te n t  im p lied  in  Theory Y.
In sum, i t  may w e l l  be t h a t  the major conc lus ion  
which can be drawn from th i s  i s  t h a t  Theories  X and Y 
should g e n e ra l ly  be used only to de f ine  extremes w i th in  
which o p e r a t io n a l  l e a d e rsh ip  p r a c t i c e s  can be implemented.
f) Blake and Mouton's Managerial Grid
Another h ig h ly  p o p u la r iz e d  concept o f  le ad e rsh ip
35s t y l e s  i s  Robert Blake and Jane Mouton's Managerial Grid.
As i l l u s t r a t e d  in  Figure 1 .5 ,  the  managerial  g r id  i s  a
33W. G. Bennis ,  "Leadership  Theory and A dm in is t ra t iv e  
Behavior" A d m in is t r a t iv e  Science Q u a r t e r l y , Vol. 4 (1959), 
pp. 259-301.
■^A. H. Maslow, Eupsychian Management, (Homewood, 111. 
Richard D. Irwin and the  Dorsey P re s s ,  1965), pp. 17-33.
35R. R. Blake and J .  S. Mouton, The Managerial Grid 
(Houston, Texas: Gulf P ub l ish ing  C o . , 1964); R. R. Blake
and J .  S. Mouton, B ui ld ing  a Dynamic C orpora tion  Through 
Grid O rgan iza t ion  5e~velopment (Reading, Mass.: Addison-
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FIGURE 1.5 MANAGERIAL GRID LEADERSHIP STYLES
graph ic  means o f  p r e s e n t in g  and d e sc r ib in g  d i f f e r e n t  l e a d e r ­
sh ip  s t y l e s .
Blake and Mouton co n c ep tu a l iz e  two independent dimen­
s io n s ,  "concern f o r  p rod u c t io n"  (h o r iz o n ta l  ax is )  and "con­
cern fo r  people"  ( v e r t i c a l  ax is )  as e s s e n t i a l  f a c to r s  f o r  
le a d e r s h ip  e f f e c t i v e n e s s .  Concern fo r  each f a c t o r  i s  r e ­
p re se n te d  as vary ing  from 1 (very low) to  9 (very h i g h ) .
Although the re  are  e igh ty -one  p o s s ib le  s t y l e s  d ep ic ted  on 
\
the  g r id  (9x9), the  focus u s u a l ly  c e n te r s  around the f iv e  
extreme s t y l e s  shown in  Figure 1 .5 .
The 1, 1 le a d e r  has minimum concern fo r  people and 
produc tion  and i s  l a b e l e d  " im p ro v e r ish e d ." The 9, 1 le a d e r  
( task)  i s  concerned p r im a r i ly  w ith  ou tpu t  and has l i t t l e  
concern fo r  peop le .  In j u s t  the  oppo s i te  manner, the 1, 9 
le a d e r  (country  club) has a maximal concern fo r  people and 
a minimal concern fo r  p ro d u c t io n .  The "middle o f  the  road" 
5, 5 le a d e r  possesses  a moderate concern fo r  bo th .  F in a l ly  
the 9, 9 (team) l e a d e r  i n t e g r a t e s  a maximum concern fo r  both 
people and p ro d uc t ion .
I t  i s  assumed t h a t  the 9, 9 le a d e r s h ip  s t y l e  i s  the 
most p o te n t .  Managerial e f f e c t iv e n e s s  i s  s a i d  to  be l i k e l y  
to in c re a se  a f t e r  p a r t i c i p a t i n g  in  a g r id  program which e s ­
s e n t i a l l y  c o n s i s t s  o f :  (1) a s s i s t i n g  managers to recognize
t h e i r  c u r ren t  s t y l i s t i c  b len d  o f  l e a d e r s h ip ;  and (2) embark­
ing on a t r a i n i n g  program to b r in g  each manager to  a 9, 9 
team philosophy.
The g r i d ' s  maximal emphasis on both people and
produc tion  qu ick ly  b r in gs  to mind both  the Ohio S ta te  and 
Michigan s t u d i e s .  (The Ohio S ta te  s tu d ie s  advocat ing  a 
s t y l e  b lend ing  high c o n s id e r a t io n  and h igh  i n i t i a t i n g  s t r u c ­
t u r e ,  and the  Michigan s tu d i e s  favo r ing  an employee and job- 
ce n te red  o r i e n t a t i o n . )  In bo th  o f  th e se  ca ses ,  however, the
re se a rc h  evidence c l e a r l y  seemed to  cha l lenge  an optimal Hi-
36Hi b lend .  Recent em p ir ica l  r e se a rc h  by Nystrom has ex ­
tended  t h i s  c r i t i c i s m  to the managerial  g r id .  I t  appears 
t h a t  the Hi-Hi le a d e r  paradigm, whether expressed  in  terms 
o f  the  Ohio S ta te  s t u d i e s ,  Michigan s t u d i e s ,  o r  the  manage­
r i a l  g r id ,  i s  a myth which should  be abandoned.
g) L i k e r t ' s  Four Systems o f  Management
Drawing from the many years  o f  re se a rc h  accumulated by 
the Michigan g roup 's  s t u d ie s  o f  s p e c i f i c  v a r ia b le s  in  o rg a ­
n i z a t i o n a l  con tex ts  (such as communication and le a d e rsh ip  
s t y l e )  and ana lyses  o f  the  " P r o f i l e  o f  O rg an iza t io na l  Char­
a c t e r i s t i c s "  a t t i t u d e  su rv ey s ,  Rensis L ik e r t  i d e n t i f i e d  four
37b a s i c  "systems" or s t y l e s  o f  o rg a n iz a t io n a l  l e a d e r s h ip .
These four  systems range from the a u t o c r a t i c  to the demo­
c r a t i c  extremes and b r i e f l y  summarized are :
System 1, E x p lo i t iv e  A u th o r i t a t i v e  - -  A u th o r i ty  i s  
h ig h ly  c e n t r a l i z e d  a t  the top o f  the o rg a n iz a t io n .
•Z£
P. C. Nystrom, "Managers and the  Hi-Hi Leader Myth," 
Academy o f  Management J o u r n a l , Vol. 21 (1978), pp. 325-331.
37For a d iscu ss io n  o f  L i k e r t ' s  work see:  L ik e r t ,  New
P a t te rn s  o f  Management; and L i k e r t ,  The Human O rg a n iz a t io n .
Subordinates  are fo rc ed  to  work under coe rc ive  power. Man­
agement has no conf idence  o r  t r u s t  in  su b o rd in a te s  and does 
n o t  involve them in  the  d ec is io n  making p ro c es s .
System 2, Benevolent A u th o r i t a t i v e  - -  Most dec is ion s  
continue  to  be c e n t r a l i z e d  a t  the top o f  the  o rg a n iz a t io n ,  
although many d e c is io n s  a re  made w i th in  a p r e s c r ib e d  frame­
work a t  lower l e v e l s .  A few rewards and punishment are  used 
to motivate  workers .  Management has "condescending c o n f i ­
dence" in  s u b o rd in a te s ,  w ith  the r e l a t i o n s h i p  analogous to 
th a t  o f  master and s e rv a n t .
System 3, C onsu l t ive  - -  Here p o l i c y  and genera l  d e c i ­
s ions  are made a t  the top o f  the  o rg a n iz a t io n  and s u b o rd i ­
n a te s  are p e rm i t t e d  to make more s p e c i f i c  dec is io ns  a t  
lower l e v e l s .  Rewards, o ccas io n a l  punishment, and some i n ­
volvement are  used to  m otiva te  workers .  Management has 
s u b s t a n t i a l ,  bu t  n o t  complete confidence in  su b o rd in a te s .
System 4, P a r t i c i p a t i v e  - -  Decision making i s  decen­
t r a l i z e d  th roughout the o r g a n iz a t io n ,  and i s  w ell  i n t e g r a -
3 8t e d  by the " l i n k i n g  p in"  s t r u c t u r e .  Workers are  m o t i ­
va ted  by su p p o r t iv e  r e l a t i o n s h i p s  and involvement in  
dec is ions  a f f e c t i n g  them. Employees a t  a l l  l e v e l s  are 
committed to the goal o f  high performance. Management has 
complete confidence and t r u s t  in  su bo rd ina te  a b i l i t i e s .
Based on e m p ir ic a l  re se a rc h  ga the red  from thousands
38Coordinat ion  o f  d ec is io n s  i s  in su re d  by the " l in k in g  
p in"  s t r u c t u r e  where su p e rv iso r s  l i n k  to g e th e r  the  work 
group which they d i r e c t  and the  n ex t  h ig h e r  work group o f  
which they are su b o rd in a te  members.
o f  managers, L ik e r t  concluded t h a t  the p a r t i c i p a t i v e  s t y l e  
was most e f f e c t i v e .  Management systems which leaned  toward 
System 4 were found to  be s u p e r io r  to  those lean ing  toward 
System 1 in  terms o f  both  o r g a n iz a t io n a l  e f f e c t i v e n e s s  and 
employee s a t i s f a c t i o n .  L ik e r t  a s s e r t s  t h a t  the o v e r a l l  con­
s i s t e n c y  o f  h is .  f in d in g s  i n d i c a t e d  t h a t  the b a s i c  p r i n c i p l e s  
o f  System 4 could  be a p p l ie d  to a l l  types  o f  s i t u a t i o n s .  
L ik e r t ,  in  b r i e f ,  favored  c a r e f u l l y  developed, a c ro s s - th e -  
board p a r t i c i p a t i o n .
P a r t i c i p a t i v e  management was s a i d  to no t  only be b e t t e r  
than the o th e r  s t y l e s  in  g e n e ra l ,  bu t  to a l so  show b e t t e r  
long-run r e s u l t s  than the  c y c l i c a l  swings between a u t h o r i ­
t a r i a n  and democratic s t y l e s  which o f te n  occur in  many o rg a ­
n i z a t i o n s .  L ik e r t  p o in te d  out t h a t  th e re  i s  n o t  n e c e s s a r i l y  
a d i r e c t  c a u s e -a n d - e f f e c t  r e l a t i o n s h i p  between causal  v a r i ­
ab les  and e n d - r e s u l t  v a r i a b l e s .  The impact o f  in te rv e n in g  
v a r ia b le s  over time must a lso  be cons idered .  For example, 
when a firm exper iences  a drop in  p r o f i t s  i t  may f re q u e n t ly  
turn  to a System 1 s t y l e  o f  management to " t i g h te n  up the 
sh ip " .  E n d - re s u l t  v a r ia b le s  ( i . e . ,  p r o f i t s )  may improve, 
but in te rv e n in g  v a r i a b le s  ( i . e . ,  morale and lo y a l ty )  may 
d ec l in e .  In t im e ,  th e se  in t e rv e n in g  v a r ia b le s  w i l l  o f te n  
lead  to reduced e n d - r e s u l t s  ( i . e . ,  p r o f i t s ,  t u rn o v e r ) .  So, 
while System 1 was i n i t i a l l y  ap p a re n t ly  causing  p r o f i t s ,  i t  
was a lso  having a n eg a t iv e  impact on in te rv e n in g  v a r ia b le s  
which in  the long run r e s u l t e d  in  a decrease  r a t h e r  than in  
in c re ase  in  p r o f i t s .  L ik e r t  m ain ta ins  t h a t  s a t i s f a c t o r y
s h o r t - r u n  r e s u l t s  can be o b ta in ed  w i thou t  the long-run  cos ts  
by us ing  the System 4 s t y l e  o f  management.
While L i k e r t f s l e a d e rs h ip  approach i s  r a t h e r  h ea v i ly  
grounded in  em p ir ic a l  r e se a rc h ,  i t  i s  f a r  from above c r i t ­
ic ism . Some o f  the  problems w ith  L i k e r t f s t h e o r e t i c a l  po-
39s i t i o n  in c lu d e :  (1) i t s  overdependence on survey q u es ­
t i o n n a i r e  measures; (2) the  f a c t  t h a t  em p ir ica l  support  fo r  
the  th eo ry  has been genera ted  almost e x c lu s iv e ly  by L ik e r t  
and h i s  a s s o c i a t e s ;  and (3) the  im p l ic a t io n  o f  the  u n iv e r ­
s a l i t y  o f  the  System 4 approach w i thou t  adequate e x p lo ra ­
t i o n  of  s i t u a t i o n a l  v a r i a b l e s .  Along th ese  l i n e s ,  a recen t  
a t tem pt in  a fo re ig n  c u l t u r a l  s i t u a t i o n  to t e s t  L i k e r t f s 
System 4 theory  was only p a r t i a l l y  supported .  L i k e r t ' s  
o r g a n iz a t io n a l  p r o f i l e  was p o s i t i v e l y  r e l a t e d  to employee
s a t i s f a c t i o n ,  bu t  no t  r e l a t e d  to  o b j e c t iv e  measures o f  
40s u c c e s s .
h) Summary o f  B e h a v io ra l /S ty le  Approach
The b e h a v i o r a l / s t y l e  approach s h i f t e d  the  emphasis 
from p e r s o n a l i t y  c h a r a c t e r i s t i c s  (g re a t  m a n / t r a i t  approach) 
to  the s tudy  o f  what the le a d e r  a c tu a l l y  does (behav io ra l
39These c r i t i c i s m s  were drawn from: J .  L. Gray and
F. A. S ta rk e ,  O rg an iza t ion a l  Behavior,  Concepts and A pp li - 
c a t io n s ,  (Columbus, Ohio: Charles  E . M e r r i l  P ub l ish in g  Co.,
19 77), pp. 70-72; and Luthans , O rg a n iza t io n a l  B ehav ior , 
pp. 453-457.
B u t t e r f i e l d  and G. F a r r i s ,  "The L ik e r t  Organiza­
t i o n a l  P r o f i l e :  Methodological A nalysis  and T es t  o f  System
4 Theory in  B r a z i l , "  Journa l  o f  Applied  Psychology, Vol. 59 
(1974), pp. 15-23.
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s t y l e s )  and, in  the  p ro c e s s ,  i n c re a s e d  the  understand ing  
o f  the  p rocess  o f  l e a d e r s h ip .
While the  s p e c i f i c  b e h a v i o r a l / s t y l e  s tu d ie s  reviewed 
were d ive rse  in  t h e i r  approach, su bs tan ce ,  and co n c lu s io n s ,  
they a l l  seem to possess  one major common c h a r a c t e r i s t i c  —  
the id ea  t h a t  th e re  i s  a u n i v e r s a l l y  accep ted  s t y l e .  Whether 
the favored  emphasis be on: (1) a concern fo r  t a s k  (T a y lo r ) ;
or  (2) a concern f o r  r e l a t i o n s h i p s  (Mayo); o r  (3) democratic 
s t y l e  (Lewin, L i p p i t t ,  and W h i te ) ; o r  (4) high c o n s id e ra t io n  
and high i n i t i a t i n g  s t r u c t u r e  (Ohio S ta te  s t u d i e s ) ; or 
(5) high em ployee-centered  and jo b -c e n te r e d  o r i e n t a t i o n s  
(Michigan S ta te  s t u d i e s ) ; o r  (6) Theory Y assumptions 
(McGregor); o r  (7) concern fo r  people and produc tion  (Blake 
and Mouton); o r  f i n a l l y  (8) p a r t i c i p a t i o n  (L ike r t )  each o f  
the  p roposa ls  im plied  a "one b e s t  way" to  le a d  s u b o rd in a te s .
U n fo r tu n a te ly ,  however, em p ir ic a l  support  fo r  these  
var ious  u n i v e r s a l i s  t i c  s tands  has been l e s s  than convincing. 
Problems with  the b e h a v i o r a l / s t y l e  approach inc luded:
(1) support  genera ted  p r im a r i l y  by proponents  o f  s p e c i f i c  
p ro p o sa ls ;  (2) weak re se a rc h  methodologies;  (3) overuse o f  
q u e s t io n n a i re s  to develop and t e s t  t h e o r i e s ;  (4) f requen t  
i n s i g n i f i c a n t  c o r r e l a t i o n s  between l e a d e r  behav io r  measures 
and c r i t e r i a ;  (5) too broad ly  s t a t e d  and imprecise  p r e s c r i p ­
t i o n s ;  (6) convenient choice o f  p r im a r i l y  examining only
one o r  two dimensions o f  l e a d e r sh ip  s t y l e  when more dimen.-
41sions may in  f a c t  be o p e ra t in g ;  and f i n a l l y  and perhaps 
41 I t  should be no ted  t h a t  o th e r  dimensions o f
most im p o r tan t ly  (7) the  f a i l u r e  to  c o n s id e r  the  i n f l u ­
ence o f  s i t u a t i o n a l  v a r ia b le s  on l e a d e rs h ip  behav io r .
In g e n e ra l ,  as was the case w ith  the g re a t  m a n / t r a i t  
approach, c r i t i c s  o f  the  b e h a v i o r a l / s t y l e  approach have made 
a very s t ro n g  case t h a t  i t  too i s  an o v e r s i m p l i f i c a t i o n  o f  
the  complex concept o f  l e a d e r s h ip .  While u n i v e r s a l i s  t i c , 
b e h a v i o r a l / s t y l e  approaches w i l l  n o t  always f a i l ,  the  e v i ­
dence i s  c l e a r  t h a t  f u l l e r  unders tand ing  and g r e a t e r  e f ­
f e c t iv e n e s s  must come from an examination o f  how a d d i t i o n a l  
environmental  v a r i a b le s  in f luen ce  the  l e a d e rs h ip  p ro c ess .
3. S i tu a t io n a l /C o n t in g e n c y  Approach
The g re a t  m a n / t r a i t  approach and the  b e h a v i o r a l / s t y l e  
approach p rov ided  the foundation  fo r  the  s i t u a t i o n a l / c o n ­
t ingency  approach. Attempts to determine the  kinds o f  
le a d e r  t r a i t s  and s t y l e s  which c h a ra c te r i z e d  e f f e c t i v e  
le ad e rs  c o n t in u a l ly  suggested  t h a t  the most e f f e c t i v e  way 
to lead  i s  in  a dynamic and f l e x i b l e  manner t h a t  adapts  to 
the p a r t i c u l a r  circumstances a t  hand. Researchers  began to 
view e f f e c t i v e  l e a d e rs h ip  as being co n t in gen t  upon f a c to r s  
in  the  work s i t u a t i o n .  . In t h i s  s e c t i o n ,  s ix  popu la r  
s i t u a t i o n a l / c o n t i n g e n c y  p ro p o s i t io n s  are  examined: (1)
Tannenbaum and Schm idt 's  Leadership Continuum; (2) F i e d l e r ' s
le a d e rs h ip  s t y l e  no t  d iscussed  in  t h i s  review have been 
s tu d ie d .  For example s ee ,  D. G. Bowers and S. E. Seashore ,  
" P re d ic t in g  O rgan iza t ion a l  E f f e c t iv e n e s s  with  a F our-Fac to r  
Theory o f  L eadersh ip ,"  A dm in is t ra t ive  Science Q u a r t e r l y .
Vol. 11, (1966), pp. 238-263.
Contingency Model; (3) Hersey and B lanchard ’s L ife  Cycle 
Theory; (4) Reddin’s 3-D Theory, (5) House 's  Path-Goal 
Model; and (6) the  Vroom-Yetton Model.
a) Tannanbaum and Schmidt’s Leadership  Continuum
Tannenbaum and Schmidt were among the  f i r s t  (195 8)
42to  advocate the  need fo r  f l e x i b l e  l e a d e r s h ip .  They 
p o in te d  out t h a t  the type o f  l e a d e r s h ip  s e l e c t e d  could 
range along a continuum o f  s t y l e s  from b o s s - c e n te r e d  to 
s u b o rd in a te - c e n te re d .  Figure 1.6 p r e s e n t s  t h e i r  continuum 
o f  l e a d e r s h ip  a l t e r n a t i v e s .
Each type o f  le a d e r  a c t io n  in  the f ig u re  i s  r e l a t e d  
to the degree o f  a u th o r i t y  used by the  boss and to  the 
amount o f  freedom a v a i l a b l e  to  su b o rd in a te s  in  reach ing  
d e c is io n s .  The ac t io n s  on the f a r  l e f t  c h a r a c t e r i z e  man­
agers  who m ain ta in  a high degree o f  c o n t r o l ,  while  those  
on the  extreme r i g h t  c h a ra c te r iz e  le a d e r s  who r e l e a s e  a 
h igh  degree o f  c o n t r o l .  In o th e r  words, Tannenbaum and 
Schmidt were i n d i c a t i n g  t h a t  the type o f  l e a d e r s h ip  s t y l e  
s e l e c t e d  could vary along a wide range o f  s t y l e s  from 
a u t o c r a t i c  to p a r t i c i p a t i v e ,  o r  to  p o in ts  between.
A s p e c i f i c  s t y l e  o f  l e a d e r  beh av io r  chosen was s a id  
to  depend l a r g e ly  upon th re e  p a r t i c u l a r  f a c t o r s :  fo rces
in  the manager; fo rces  in  the  su b o rd in a te ;  and fo rces  in
42 R. Tannenbaum and W. H. Schmidt, "How to  Choose a 
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the s i t u a t i o n .  A l i s t i n g  o f  these  fo rces  i s  p re s e n te d  in  
Figure 1 .7 .
The f i f t e e n  f a c to r s  in  Figure 1 .7  which in f lu en ce  
choice along the  le a d e r s h ip  continuum serve  as a k ind  o f  
c h e c k l i s t  which a manager can use to diagnose a s i t u a t i o n  
in  o rder  to  b e t t e r  judge which s t y l e  o f  l e a d e r  beh av io r  w i l l  
be most e f f e c t i v e .  The s t r e n g th  o f  th ese  fo rces  w i l l  vary 
from in s tan ce  to  in s t a n c e ,  bu t  i t  i s  f e l t  t h a t  the manager 
who i s  s e n s i t i v e  to  them w i l l  recognize the  r e s t r i c t i o n s  
they impose and b e t t e r  determine the appropriates  mode o f  
le a d e r  behav io r  under cu r re n t  c ircum stances .  For example, 
o th e r  th in g s  being  eq u a l ,  a manager who may o r d i n a r i l y  lean  
toward a p a r t i c i p a t i v e  s t y l e  may be wise to  use a high de­
gree o f  a u th o r i t y  in  ' ' c r i s i s 1' s i t u a t i o n s  where time i s  
l im i te d .
In summary, the  two major im p l ic a t io n s  f o r  s u c c e s s fu l  
leade rs  a re :  (1) the  s u c c e s s fu l  le ad e r  i s  one who i s  aware
of those  fo rces  which are  most r e le v a n t  to h i s  behav io r  a t  
any given t ime; and (2) the su c c e s s fu l  l e a d e r  i s  a lso  one 
who i s  ab le  to behave comfortably along the e n t i r e  range o f  
the  l e a d e r s h ip  continuum in  l i g h t  o f  these  p e r c e p t io n s .
In 19 73, Tannenbaum and Schmidt updated t h e i r  c l a s s i c
1958 a r t i c l e  to  r e f l e c t  what they termed, "subsequent so-
43c i e t a l  changes and new management co n c ep ts ."  The major 
change recognized  t h a t :  the boundaries  o f  the  l e a d e r - fo l lo w e r
43R. Tannenbaum and W. H. Schmidt, "How to Choose a 
Leadership P a t t e r n , "  Harvard Business Review (1973),
pp. 162-180
FORCES IN THE MANAGER FORCES IN SUBORDINATES FORCES IN THE SITUATION
Among th e  im portan t in te rn a l  
fo rces a f fe c t in g  th e  manager 
a re :
1 .) His value system
2 .)  His confidence in  h is  
subord ina tes
3 .) His own lead ersh ip  
in c l in a t io n s
4 .)  His fe e lin g s  o f  
s e c u r i ty  in  an un­
c e r ta in  s i tu a t io n
G enerally  Speaking, th e  man­
ager can perm it h is  sub o rd i­
n a te s  g re a te r  freedom i f  the
fo llow ing  cond itions e x is t :
1 .) I f  th e  subo rd ina tes 
have r e la t iv e ly  high 
needs fo r  independence
2 .)  I f  th e  subord ina tes 
have a read in ess  to  a s ­
sume r e s p o n s ib i l i ty  fo r  
d ec is io n  making
3 .) I f  they  have a r e l a ­
t iv e ly  high to le ran c e  
fo r  ambiguity
4 .)  I f  they  are in te r e s te d  
in  the  problem and fe e l 
i t  i s  im portan t
5 .)  I f  they  understand and 
id e n t i fy  w ith the  goals 
o f  th e  o rg an iza tio n
6 .)  I f  they  have th e  neces­
sa ry  knowledge and ex­
p e rien ce  to  deal w ith 
the  problem
7.) I f  they  have learned  
to  expect to  share  in  
d ec is ion  making
Among l^he more c r i t i c a l  ch ar­
a c t e r i s t i c s  o f  the  general 
s i tu a t io n  which a f f e c t  the 
manager a re :
1 .)  Type o f  o rg an iz a tio n
2 .)  Group e ffe c tiv e n e ss
3 .) The problem i t s e l f
4 .)  The p re ssu re  o f  time
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dyad are no t  f ix e d  and may change in  r e l a t i o n  to changes 
in  the  o rg a n iz a t io n a l  and s o c i e t a l  environments;  and t h a t  
the su bo rd ina tes  (or nonmanagers as they were now c a l le d )  
have the  c a p a b i l i t y  o f  e x e r t in g  much more fo rce .
The b a s i c  value o f  the  model h a s ,  however, e s s e n t i a l l y  
remained the  same. Tannenbaum and Schmidt have demonstra­
t e d ,  in  terms r e a d i ly  unders tandab le  to  p r a c t i c i n g  managers, 
t h a t  d i f f e r e n t  s t y l e s  o f  l e a d e rs h ip  are a p p ro p r ia te  depend­
ing upon the  circumstances  a t  hand. This ease o f  compre­
hension i s ,  however, a lso  a primary c o n t r i b u t o r  to  the 
source o f  the  major complaint a g a in s t  the  model. I t  i s  
much too s c i e n t i f i c a l l y  im precise  to  p rov ide  an accep tab le  
means fo r  t r a n s l a t i n g  theory  in to  a c t i o n .
b) F i e d l e r ' s  Contingency Theory
Probably the most widely p u b l i c i z e d  and re sea rch ed
s i t u a t i o n a l  theory  i s  F i e d l e r ’s Contingency Model o f
44Leadership E f f e c t iv e n e s s .  F i e d l e r ’ s in q u i ry  in to  the 
s tudy o f  le a d e r sh ip  a c tu a l ly  began over tw e n ty - f iv e  years  
ago with  a s tudy o f  p sy ch o th e rap eu t ic  r e l a t i o n s . ^
44For a d iscu ss io n  o f  F i e d l e r ' s  work see F. E. F i e d l e r ,  
’’Engineer the  Job to F i t  the Manager," Harvard Business Re­
view, Vol. 43 (1965), pp. 115-122; F. El F i e d l e r ,  A.Theory 
o f  Leadership E f fe c t iv e n e ss  (New York: McGraw-Hill kook Co.
1967); F. E. F i e d l e r ,  "V a l id a t io n  and Extension  o f  the  Con­
tingency  Model o f  Leadership E f f e c t iv e n e s s :  A Review o f
Em pirical  F in d in g s ,"  Psycholog ica l  B u l l e t i n , Vol. 76, (19 71) 
p p . 128-148; and F. E. F i e d l e r , " P e r s o n a l i t y , M ot iva t iona l  
Systems, and Behavior o f  High and Low LPC P e rso n s ,"  Human 
R e la t i o n s , Vol. 25 (1972), pp. 391-412 .’
45This in form at ion  about F i e d l e r ’s e a r l y  s tudy was 
found in :  C. H. Hamner and D. W. Organ, O rg an iza t io n a l
F ie d le r  found t h a t  p s y c h o th e ra p i s ts  w ith  r e p u ta t io n s  o f  
c l i n i c a l  e f f e c t i v e n e s s  tended to see t h e i r  c l i e n t s  as more 
s im i la r ,  to  themselves than did  t h e r a p i s t s  n o t  regarded  as 
e f f e c t i v e .  The analogy between t h e r a p i s t s  and group le a d e rs  
(who a lso  n u tu re ,  coach, and develop o th e r s )  sugges ted  i t s e l f  
to F ie d le r  and he began t r y i n g  to ex tend  h i s  i n q u i r i e s  to the 
s tudy o f  le a d e r s h ip  in  a p p l ied  s e t t i n g s .
F ie d le r  developed two in s t ru m en ts :  one c a l l e d  the
Assumed S i m i l a r i t y  Between Opposites (ASO), which c a l c u la t e d  
the  degree o f  s i m i l a r i t y  between the  l e a d e r ' s  p e rc e p t io n s  o f  
h is  most and l e a s t  p r e f e r r e d  coworkers; and a second termed 
the  Least  P r e f e r r e d  Co-Worker (LPC), which c a l c u l a t e d  the  de­
gree to which the l e a d e r  favorab ly  p e rc e iv e d  h i s  worst  co­
worker. The two measures (LPC and ASO) were found to  be 
very h ig h ly  c o r r e l a t e d  and most s tu d ie s  have used the  LPC 
measure e x c lu s iv e ly  s ince  i t  i s  s im ple r .
The LPC measure asks le a d e r s  to desc r ib e  on an e ig h t -  
p o in t  sc a le  the  person w ith  whom he or  she has worked l e a s t  
w e l l  w ith  in  terms o f  a number o f  b i p o l a r  a d j e c t i v e s  (such 
as f r i e n d ly  - -  u n f r ie n d ly  and p le a s a n t  - -  u n p l e a s a n t ) . The 
h ig h e r  the  LPC s c o re ,  the  more i t  was s a i d  the  le a d e r  could 
d i s t in g u i s h  between the  person as a worker and the person 
as an in d iv id u a l .  F ie d le r  assumed high LPC scores  in d i c a t e d  
t h a t  l e a d e r s  tended to opera te  in  a n o n d i r e c t iv e ,  r e l a t i o n s h i p s  
o r i e n t e d  manner and t h a t  low LPC scores  i n d i c a t e d  t h a t  l e a d e r s
Behavior: An Applied Psycholog ica l  Approach (D a l la s ,  Texas:
Business P u b l i c a t io n s ,  I n c . ,  1978), p. 397.
tended to. o pe ra te  in  a more c o n t r o l l i n g ,  t a s k - o r i e n t e d  manner.
F ie d le r  i n i t i a l l y  a n t i c i p a t e d  r e l a t i o n s h i p s - o r i e n t e d  
o r  high LPC le a d e rs  (as in  the  t h e r a p i s t  s t u d y ) , would gen­
e r a l l y  show g r e a t e r  group e f f e c t i v e n e s s .  However, l e a d e r ­
sh ip  s tu d ie s  over the  n ex t  decade produced only  what seemed 
to  be c o n t r a d ic to r y  f in d in g s .  At times both  h igh  LPC lead e rs  
and low LPC le a d e r s  proved to  be more e f f e c t i v e .
Then, in  1965, F ie d le r  in t ro d u ced  h i s  "contingency  
model o f  l e a d e r s h ip  e f f e c t i v e n e s s "  which he lped  account fo r  
the  i n c o n s i s t e n t  f in d in g s .  In a d d i t io n  to  the method fo r  
a s s e s s in g  l e a d e rs h ip  s t y l e ,  th re e  s i t u a t i o n a l  f a c to r s  ( l i s t e d  
in  o rd e r  o f  presumed importance) were e s s e n t i a l  to the model: 
(1) le a d e r  member r e l a t i o n s ,  o r  the  degree to  which a group 
t r u s t s ,  l i k e s ,  o r  i s  w i l l i n g  to follow the l e a d e r ;  (2) t a sk  
s t r u c t u r e ,  o r  the degree to which the t a s k  i s  i l l  o r  w el l  de­
f in ed ;  and (3) p o s i t i o n  power, o r  the formal a u t h o r i t y  as 
d i s t i n c t  from the p e rso n a l  power o f  the  l e a d e r .
These th re e  s i t u a t i o n a l  f a c to r s  were s a i d  to  i n t e r a c t  
to determine the  ease o r  d i f f i c u l t y  w ith  which the le a d e r  
could in f lu e n c e  su b o rd in a te s .  Or in  o th e r  words, th e se  th re e  
f a c to r s  made the  s i t u a t i o n  more o r  l e s s  favo rab le  fo r  the  
l e a d e r .
In o rd e r  to  r e l a t e  the  l e a d e r ’s LPC score  to  the f a v o r ­
ab leness  o f  the s i t u a t i o n ,  F ie d le r  in c o rp o ra te d  an e i g h t - f o l d  
c l a s s i f i c a t i o n  system fo r  the s i t u a t i o n  (see bottom o f  
Figure 1 .8 ) .  In summarizing h i s  work w ith  454 s e p a ra te  
groups from s i x t y - t h r e e  o r g a n iz a t io n s ,  F ie d le r  was able  to
39
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FIGURE 1.8  SUMMARY OF FIEDLER'S RESEARCH 
ON CONTINGENCY MODEL
r e c o n c i le  h i s  p rev ious  seemingly i n c o n s i s t e n t  r e s u l t s  and 
was ab le  to  sugges t  which type o f  l e a d e rs h ip  i s  most ap­
p r o p r i a t e  fo r  the  s i t u a t i o n a l  environment (see top o f  
Figure 1 .8 ) .
Using t h i s  scheme, F ie d le r  concluded t h a t  t a s k - o r i e n t e d  
le a d e r s  (low LPC) tended to  perform b e s t  in  group s i t u a t i o n s  
which were e i t h e r  very favo rab le  o r  very unfavorab le  to  the 
l e a d e r .  R e l a t i o n s - o r i e n t e d  le a d e rs  (high LPC) were s a i d  to  
perform b e s t  in  s i t u a t i o n s  o f  in te rm ed ia te  fa v o ra b le n e s s .
The p r i n c i p a l  im p l ic a t io n s  fo r  managers were te ac h in g  
them to recognize  t h e i r  own s t y l e  so t h a t  they cou ld :  (1)
accep t  assignments in  favorab le  s i t u a t i o n s  where t h e i r  s t y l e  
was a p p ro p r ia te ;  and/or  (2) "e n g in e e r” or a l t e r  the  s i t u a t i o n  
to s u i t  t h e i r  l e a d e rs h ip  s t y l e .
While F i e d l e r ' s  model a t  one time gave g re a t  promise,
" i t  s too d  l i k e  ca lc u lu s  to a r i t h m e t i c  compared to  the p r e ­
vious le a d e rs h ip  m o d e l s , i t  has r e c e n t ly  been the  focus 
o f  co n s id e rab le  con trove rsy .  This i s  e s p e c i a l l y  t ru e  o f  
Graen and h is  co l leagues  who seem to have a running b a t t l e  
w ith  F i e d l e r . ^
46J .  K elly ,  O rg an iza t ion a l  B ehav ior , (Homewood, I l l i n o i s  
Richard D. Irw in ,  1974), p . 390.
47G. K. Graen, K. A lvares ,  J .  B. O r r i s ,  and J .  A. 
M a r te l l a ,  "Contingency Model o f  Leadership E f f e c t iv e n e s s :  
Antecedent and E v id e n t ia l  R e s u l t s , "  P sycho log ica l  B u l l e t i n , 
Vol. 74 (1970), pp. 285-296; and Graen, O r r i s ,  and A lvares ,  
"Contingency Model o f  Leadership E f f e c t iv e n e s s :  Some E x p e r i ­
mental R e s u l t s , "  Jou rna l  o f  Applied Psychology, Vol. 55 
(1971), pp. 196-2<m For f u r t h e r  e v a lu a t io n s  o f  F i e d l e r ' s  
model a l s o  see :  T. R. M i tc h e l l ,  A. B ig lan ,  G. Oncken, and
F. E. F i e d l e r ,  "The Contingency Model: C r i t i c i s m  and Sug­
g e s t i o n s , "  Academy of  Management J o u r n a l , Vol. 13 (1970),
F i e d l e r ' s  theory  i s  c r i t i c i z e d :  (1) as n o t  being
supported  by data  c o l l e c t e d  a f t e r  fo rm ula t ion  o f  the  theory  
and in tended  as e x p l i c i t  t e s t s  o f  the  theo ry ;  (2) on the 
grounds t h a t  l a b o ra to ry  t e s t s  do n o t  support  i t ;  (3) on the 
b a s i s  t h a t  F ie d le r  seems to keep changing the theo ry  to  f i t  
the d a ta .  For example, F ie d le r  r e c e n t ly  suggested  t h a t  the 
LPC ins trum ent  r e f l e c t s  a l e a d e r ' s  b eh av io ra l  i n c l i n a t i o n s  
only under s t r e s s .  Thus, in  a h ig h ly  favorab le  o r  secure 
s i t u a t i o n  a high LPC l e a d e r  ( r e l a t i o n s h i p - o r i e n t e d )  w i l l  
g en e ra l ly  d i sp la y  t a s k - o r i e n t e d  behav io r ,  and in  unfavorable  
or t h r e a te n in g  s i t u a t i o n s  d i s p la y  r e l a t i o n s h i p s - o r i e n t e d  b e ­
h a v io r .  This seems to be d i r e c t l y  opposi te  o f  o r i g i n a l  p r e ­
d i c t i o n s ;  (4) because i t  sugges ts  t h a t  le ad e rs  are  e i t h e r  
t a s k - o r i e n t e d  or em ployee-or ien ted  (a unidimensional concept) 
which does n o t  seem l i k e l y  in  l i g h t  o f  the beh a v io ra l  ap ­
proach l i t e r a t u r e ;  (5) because i t  only c l a s s i f i e d  s i t u a t i o n s  
on th ree  dimensions; (6) because many o f  the c o r r e l a t i o n s  
u t i l i z e d  in  F i e d l e r ' s  s tu d ie s  are  n o n s ig n i f i c a n t ;  and (7) 
f i n a l l y  because i t  does no t  recognize  t h a t  some people have 
f l e x i b l e  le a d e r sh ip  s t y l e s  and can modify t h e i r  s t y l e  to 
f i t  the s i t u a t i o n .
48F ie d le r ,  however, has countered  h is  c r i t i c s  by s t a t i n g
pp. 253-267; S. S h i f t l e t t ,  "The Contingency Model o f  Leader­
ship  E f f e c t iv e n e s s :  Some Im p l ica t io n s  o f  i t s  S t a t i s t i c a l
and Methodological P r o p e r t i e s , "  Behavioral  S c ien ce , Vol. 18 
(1973), pp. 429-440; and J .  S t inson  and L. Tracey, "Some 
D is tu rb ing  C h a r a c t e r i s t i c s  o f  the  LPC s c o re , "  Personnel  Psy­
chology;, Vol. 27 (1974), pp. 477-485.
48 F. E. F i e d l e r ,  "Note on the  Methodology o f  the  Graen, 
O r r i s ,  and Alvares S tud ies  T es t in g  the Contingency Model,"
t h a t  most o f  them use f a u l t y  methodology. He a lso  a s s e r t s  
th a t  h i s  theory  does indeed continue  to  change and become 
more complex with the a v a i l a b i l i t y  o f  new d a ta ,  but th a t  
t h i s  i s  q u i te  i r r e l e v a n t  in  the  f i n a l  a n a ly s i s  as long as 
the evo lv ing  theo ry  helps  in  the  unders tand ing  and b e t t e r  
p r e d i c t i n g  o f  the  com plex i t ies  o f  l e a d e r s h ip .
Although the s t a t u s  o f  F i e d l e r ’s model remains in  doubt 
h i s  contingency theory  has proved to  be a major a d d i t io n  to 
the s tudy o f  l e a d e rs h ip  in  o rg a n iz a t io n s .  He went beyond 
mere r e c o g n i t io n  o f  the importance o f  the s i t u a t i o n  to  em­
p i r i c a l  examinations o f  s p e c i f i c  p r o p e r t i e s .  F i e d l e r ’s 
model has been the  most completely  t e s t e d  s i t u a t i o n a l  l e a d e r  
sh ip  th eo ry ,  and probably  w i l l  continue  to  be an im portan t  
base fo r  new ideas  about l e a d e r s h ip .
c) Hersey and B lanchard 's  L ife  Cycle Theory
49Hersey and B lanchard 's  "L ife  Cycle Theory" i s  a con­
t ingency  model o f  l e a d e rsh ip  e f f e c t iv e n e s s  which b a s i c a l l y  
i n t e g r a t e s  the two f a c t o r  ( t a s k / r e l a t i o n s h i p s )  design which 
was common in  s e v e ra l  schemes o f  the  b e h a v io r a l1 approach
Journa l  o f  Applied Psychology, Vol. 55 (1971), pp. 202-204; 
and F. E. F i e d l e r ,  " P re d ic t in g  the E f f e c t s  o f  Leadership 
T ra in ing  and Experiences From the Contingency Model: A
C l a r i f i c a t i o n , "  Journa l  o f  Applied Psychology, Vol. 57 
(1973), pp. 110-TIT
49 For a d iscuss io n  o f  the  Life  Cycle Theory o f  Leader­
sh ip  see P. Hersey and K. H. Blanchard, "L ife  Cycle Theory 
o f  L eadersh ip ,"  T ra in ing  and Development J o u r n a l , Vol. 23 
(1969), pp. 26-34; and P. Hersey and K. H. Blanchard, Manage 
ment o f  O rg an iza t io n a l  B ehav ior , (Englewood C l i f f s ,  New 
Je rse y :  P r e n t i c e - H a l l , I n c . ,  1972).
with A r g y r i s ’s im m atu r i ty -m a tu r i ty  theory .
According to  the  l i f e  cycle th e o ry ,  as the l e v e l  o f  
m a tu r i ty  o f  o n e 's  fo l low ers  in c re a s e s  a p p ro p r ia te  le a d e r  be 
h a v io r  n o t  only r e q u i r e s  l e s s  and l e s s  s t r u c t u r e  ( t a s k ) , 
bu t  a l s o  e v e n tu a l ly  r e q u i r e s  decreases  in  socioem otional  
support  ( r e l a t i o n s h i p s ) . This cyc le  i s  i l l u s t r a t e d  in  the 
four quadran ts  o f  Figure 1 .9 .
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FIGURE 1.9 LIFE CYCLE THEORY
The Life  Cycle Theory i s  based on a presumed c u r v i l i n ­
e a r  r e l a t i o n s h i p  between ta s k  and r e l a t i o n s h i p s  behav iors  
and m a tu r i ty .  M atur i ty  i s  d e f ined  in  terms o f  achievement
m o tiv a t io n ,  the  w i l l in g n e s s  and a b i l i t y  to take r e s p o n s i ­
b i l i t y ,  t a s k - r e l e v a n t  e d u c a t io n ,  and ex p e r ien ce .  The com­
ponents o f  m a tu r i ty  are  s i m i l a r  to  A r g y r i s ' s  immaturity- 
m a tu r i ty  continuum. P sycho log ica l  m a tu r i ty ,  no t  chronolo- 
l o g i c a l  m a tu r i ty  i s  emphasized.
The model proposes t h a t  when working w ith  people o f  b e ­
low average m a tu r i ty ,  a h igh ta sk  s t y l e  (quadrant  1) has 
the b e s t  chance o f  be ing  s u c c e s s fu l ;  whereas in  dea l ing  
with  people o f  average m a tu r i ty ,  the  s t y l e  o f  quadrants  I I  
and I I I  seem to be most a p p r o p r i a t e ;  and the  quadrant  IV 
s t y l e  appears b e s t  fo r  the  people  o f  above average m a tu r i ty .
The l i f e  cycle  theo ry  a lso  sugges ts  t h a t  f o r  lead e r  
beh av io r  to  be e f f e c t i v e  i t  must change as fo l low ers  mature. 
Thus l e a d e r  b ehav io r  would move through high task-low r e ­
l a t i o n s h ip s  behav io r  (quadrant I ) ; to  h igh  ta sk -h ig h  r e l a ­
t io n s h ip s  (quadran t  I I ) ;  and h igh  r e la t i o n s h ip s - lo w  task  
behav ior  (quadrant  I I I )  to ;  low task-low  r e l a t i o n s h i p s  b e ­
h av io r  (quadrant  IV) as fo l low ers  p ro g re ssed  from immaturity 
to m a tu r i ty .
Probably  the major c o n t r ib u t io n  o f  the  l i f e  cycle  theory  
was i t s  r e c o g n i t io n  t h a t  in  a d d i t io n  to seek ing  o r  modifying 
s i t u a t i o n s  to f i t  a manager 's  p a r t i c u l a r  le a d e rs h ip  s ty l e  
( i . e . ,  F i e d l e r ) ,  the  manager can a lso  modify h i s  s t y l e  to 
f i t  the p a r t i c u l a r  s i t u a t i o n .  I n t u i t i v e l y  i t  a lso  appears 
prudent  to give the  m a tu r i ty  l e v e l  o f  a group im portan t  con­
s i d e r a t i o n  b e fo re  dec id ing  how to  lead .
The main drawback o f  the  l i f e  cycle theory  i s  th a t  i t
45
has n o t  been adequate ly  e m p i r i c a l ly  t e s t e d .  Probable weak­
nesses  in c lu d e :  the  q u es t io n  o f  the  a b i l i t y  o f  l e a d e r s  to
employ c o r r e c t  d ia g n o s t i c  s k i l l s ;  the  q ues t ion  o f  the  e x ­
i s t e n c e  o f  such s k i l l s ;  the q u es t io n  o f  the le a d e r  being  
able  to  l a r g e l y  ignore  h i s  own p e rso n a l  le ad e rsh ip  ten d en ­
c i e s ;  the  assumption t h a t  more employees today have h ig h e r  
p o t e n t i a l  f o r  and d e s i re  s e l f - d i r e c t i o n ;  and the la rg e  n e g ­
l e c t  o f  s i t u a t i o n a l  v a r ia b le s  o th e r  than m a tu r i ty .  In s h o r t ,  
the  l i f e  cycle  t h e o r y ’ s l im i t e d  re se a rc h  base and many l i k e l y  
problems tend  to  se v e re ly  l i m i t  i t s  u se fu ln e s s .
d) Reddin’s 3-D Management S ty le  Theory
Another le a d e r sh ip  contingency theory  which in c o rp o ra te s
the t a s k  and r e l a t i o n s h i p s  dimensions o f  e a r l i e r  b e h a v io ra l
50models i s  Reddin’s 3-D model. Reddin, however, adds the 
t h i r d  dimension o f  " e f f e c t i v e n e s s ” to h i s  model.
E f f e c t iv e n e s s  i s  h e ld  to i n t e g r a t e  the  concepts o f  
le a d e r  s t y l e  with  the s i t u a t i o n a l  demands o f  a p a r t i c u l a r  
environment. An e f f e c t i v e  s t y l e  i s  one ap p ro p r ia te  to  the  
s i t u a t i o n  and an i n e f f e c t i v e  s t y l e  i s  one inap p ro p r ia te ,  to  
a given s i t u a t i o n .  Any b a s i c  s t y l e  (o f  the four p o s s ib le  
s t y l e s  o f  the two f a c t o r  i n t e r s e c t i o n  o f  varying degrees o f  
r e l a t i o n s h i p s - o r i e n t e d  and t a s k - o r i e n t e d  le a d e r  behav io rs)  
i s  s a i d  to  be e f f e c t i v e  o r  i n e f f e c t i v e  depending on the
^ F o r  a d e s c r ip t i o n  o f  the  3-D Theory see W. J .  Reddin, 
"The 3-D Management S ty le  Theory,"  T ra in ing  and Development 
J o u rn a l ,  (1967), pp. 8-17; and W. J .  Reddin, Managerial’ 
E f f e c t i v e n e s s , (New York: McGraw-Hill, 1970).
s i t u a t i o n .  Reddin, in  o th e r  words, does n o t  accept the Hi- 
Hi le a d e r  paradigm. Reddin i l l u s t r a t e s  h i s  concept (see 
Figure 1.10) through an e i g h t  s t y l e  typology o f  l e a d e r  b e ­
h a v io r  which re p re s e n t s  each one o f  the  four  b a s ic  s t y l e ' s  
e f f e c t i v e  and i n e f f e c t i v e  e q u iv a le n t s .
The four  b a s i c  s t y l e s  are  l a b e le d :  ' ( i n t e g ra te d )  a com­
b in a t io n  o f  high t a s k - o r i e n t e d  and r e l a t i o n s h i p s - o r i e n t e d  
b ehav io r ;  ( r e l a t e d )  where the  emphasis i s  on r e l a t i o n s h i p s - 
o r i e n t e d  b ehav io r ;  ( sepa ra ted )  where t a s k - o r i e n t e d  and 
r e l a t i o n s h i p s - o r i e n t e d  behav iors  are  combined bu t  used to  
only a small degree; and (ded ica ted)  where the emphasis i s  
p laced  on t a s k - o r i e n t e d  behav io r .
Any o f  the four  b a s i c  s t y l e s '  e f f e c t i v e n e s s  depends 
on the  s i t u a t i o n  in  which they are used. This means th a t  
each b a s ic  s t y l e  has an e f f e c t i v e  and i n e f f e c t i v e  s t y l e  
c o u n te rp a r t .  The e ig h t  eq u iv a le n t  s t y l e s  are  simply names 
given to  the four  b a s ic  s t y l e s  when used a p p ro p r ia te ly  or 
i n a p p r o p r i a t e ly .  For example, co ns id e r  the  b a s i c  s t y l e  o f  
" r e l a t e d . "  When t h i s  s t y l e  i s  used in a p p r o p r i a t e ly ,  the 
3-D name given to i t  i s  "m iss io n a ry ."  Here the manager 
s t r e s s e s  harmony in  r e l a t i o n s h i p s  above o th e r  c o n s id e r a t io n s .  
His d e s i r e  to  see h im se l f  as a "good person" p reven ts  him 
from r i s k i n g  a d i s ru p t io n  o f  r e l a t i o n s h i p s  in  o rde r  to  get 
needed p ro d u c t io n .  In c o n t r a s t ,  when the " r e l a t e d "  s t y l e  
i s  used a p p ro p r ia te ly  the 3-D term employed i s  "d e v e lo p e r ."  
Here the  s i t u a t i o n  w arran ts  a high r e la t io n s h ip s - lo w  task  
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FIGURE 1.10 REDDIN'S 3-D MODEL
job as mainly concerned w ith  the development o f  o th e r s .  
Subord inates  maximize in d iv id u a l  s a t i s f a c t i o n  and a lso  de­
velop commitment to the job .
Managers can i d e n t i f y  t h e i r  s t y l e s  by completing 
Reddin 's  s i x t y - f o u r  item fo rced  choice Management-Style- 
Diagnosis T es t .  This ins t rum ent  i s  s a i d  to measure a 
manager's  p e r c e p t io n  o f  h i s  " s t y l e  p r o f i l e , "  o r  the  ex ­
t e n t  -to which he uses each managerial  s t y l e .
Three key s k i l l s  are s a id  to  be needed to e f f e c t i v e l y  
match s t y l e  to s i t u a t i o n .  These a re  s i t u a t i o n a l  s e n s i t i v ­
i t y  s k i l l ,  s t y l e  f l e x i b i l i t y  s k i l l ,  and s i t u a t i o n a l  man­
agement s k i l l .  The b a s ic  id ea  i s  t h a t  a manager needs 
s i t u a t i o n a l  s e n s i t i v i t y  to diagnose a s i t u a t i o n  and e i t h e r  
s t y l e  f l e x i b i l i t y  to match h i s  s t y l e  to  i t  an d /o r  s i t u a ­
t i o n a l  management s k i l l  to  change the  s i t u a t i o n  i t s e l f .
Reddin breaks the s i t u a t i o n  in to  f iv e  elements which 
are s a id  to  be a l l - i n c l u s i v e .  These a re :  o rg a n iz a t io n
(c lim ate  o r  o rg a n iz a t io n a l  p h i lo s o p h y ) ; technology (the 
way the work i s  done); s u p e r io r  ( the  manager 's  l i n e  b o s s ) ;  
coworkers (equals w ith  whom the manager w o rk s ) ; and sub­
o rd in a te s  ( in d iv id u a l s  over who the manager e x e rc i s e s  l i n e  
a u t h o r i t y ) . A ll  f iv e  o f  these  are  n o t  p r e s e n t  in  a l l  s i t ­
ua t ions  and those which are  p re s e n t  u s u a l ly  vary in  im­
p o r tan ce .  The f iv e  elements are  a p p ra ised  by the use o f  
var ious s p e c i f i e d  " in d i c a t o r s "  ( c h a r a c t e r i s t i c s  which de­
termine the  b a s i c  range o f  s t y l e  demanded by the s i t u a ­
t i o n a l  e le m e n ts ) .
A fundamental a n a l y t i c a l  to o l  which runs throughout 
the 3-D theory  i s  the " f lexm ap ."  This e s s e n t i a l l y  c o n s i s t s  
o f  p l o t t i n g  the range o f  s t y l e  demanded by dominant s i t u a ­
t i o n a l  v a r ia b le s  and the  manager 's  range o f  s t y l e s  on a 
b a s ic  s t y l e s  graph. B a s i c a l l y ,  the  a re a  o f  l e a d e r  e f f e c ­
t iv e n e s s  occurs where the  s i t u a t i o n a l  elements and the  man­
a g e r ' s  s t y l e  i n t e r s e c t  on the  graph. I f  the’re i s  no i n t e r ­
s e c t i o n ,  then e f f e c t i v e n e s s  can n o t  occur un less  the manager 
in c re a s e s  h i s  s t y l e  f l e x i b i l i t y  and /o r  changes the dominant 
s i t u a t i o n a l  e lem ents .  3-D th eo ry  p u rp o r ts  to teach managers 
how to do each, how to decide which to do f i r s t ,  and how to  
recognize  the s i t u a t i o n  in  the  f i r s t  p la c e .
In sum, the primary c o n t r ib u t io n s  o f  the  3-D theo ry  a re :  
i t s  a d d i t io n  o f  an e f f e c t i v e n e s s  dimension; i t s  s p e c i f i c a t i o n  
o f  l e a d e r  behaviors  a s s o c i a t e d  with  each e f f e c t i v e  and i n ­
e f f e c t i v e  s t y l e ;  i t s  d e l i n e a t i o n  o f  s i t u a t i o n a l  f a c to r s  which 
may a f f e c t  the l e a d e r ;  and i t s  "flexmap" procedures  which a id  
managers in  p r e s c r ib in g  a p p ro p r ia te  beh av io rs .
Empirical  support  f o r  the  3-D theo ry  i s ,  however, s l im .  
I t  comes p r im a r i ly  from Reddin 's  own a n a ly s i s  o f  da ta  gene­
r a t e d  during  3-D o r g a n iz a t io n a l  e f f e c t i v e n e s s  programs.
Other problems c e n te r  around the  t h e o r y ' s  complexity and 
vague s p e c i f i c a t i o n s  o f  im portan t  v a r ia b le s  and t h e i r  measur­
ement. The a b i l i t y  o f  managers to a c c u ra te ly  weigh s i t u a ­
t i o n a l  e lem ents ,  to  be aware o f  t h e i r  b a s ic  s t y l e ,  and to 
c o r r e c t l y  determine the  manner in  which s i t u a t i o n a l  and 
s t y l e  f a c to r s  i n t e r a c t  are  a lso  probable  l i m i t a t i o n s .
e) Path-Goal Theory o f  Leadership
Another f a i r l y  s o p h i s t i c a t e d  contingency theory  o f  
l e a d e rsh ip  i s  the Path-Goal Theory o f  L e a d e r s h i p . ^  This 
approach grows l a r g e l y  out o f  m o t iva t ion  expectancy theory .  
The b a s ic  p r o p o s i t i o n  o f  t h i s  theory  i s  t h a t  one o f  the 
major fu nc t io n s  o f  the le a d e r  i s  to enhance p sych o lo g ica l  
s t a t e s  o f  su b o rd in a te s  ( in  expectancy terms, e f f o r t - t o -  
performance and pe rfo rm ance- to -rew ard  e x p e c tan c ie s ,  and 
v a l e n c e ) , which r e s u l t s  in  in c re a s e d  m otiva t ion  to  perform, 
in c re a se d  e f f o r t  and in c re a s e d  su bo rd in a te  s a t i s f a c t i o n  
with  the job (see Figure 1 .1 1 ) .
In p a th -g o a l  terms the le a d e r  fu nc t ion  c o n s i s t s  o f :  
recogn iz ing  and arous ing  s u b o r d in a t e s ’ needs fo r  outcomes 
over which the l e a d e r  has some c o n t ro l ;  i n c re a s in g  pe rson a l  
payoffs  to su b o rd in a te s  fo r  work-goal a t ta in m en t ;  making 
the path  to these  payoffs  e a s i e r  to  t r a v e l  by coaching and 
d i r e c t i o n ;  h e lp in g  su b o rd ina te s  c l a r i f y  ex p ec tan c ie s ;  r e ­
ducing f r u s t r a t i n g  b a r r i e r s ;  and in c r e a s in g  the o p p o r tu n i ­
t i e s  fo r  p e rso n a l  s a t i s f a c t i o n  con t ingen t  on e f f e c t i v e  p e r ­
formance. Since the  t h e o r e t i c a l  foundations are s t a t e d  in  
terms o f  p a th s ,  needs ,  and g o a ls ,  the  theory  i s  r e f e r r e d
51For a d i s c u s s io n  o f  Path-Goal Theory see ,  M. G. 
Evans, ’’The E f f e c t s  o f  Superv isory  Behavior on the Path-  
Goal R e l a t i o n s h ip , ” O rgan iza t ion a l  Behavior and Human 
Performance, (1970), pp. 277-298; R. J .  House, "A Path-Goal 
Theory o f  Leader E f f e c t i v e n e s s , ” A dm in is t ra t ive  Science 
Q u a r t e r ly , Vol. 16 (1971), pp. 321-338; and R. J .  House 
and T. R. M i tc h e l l ,  "Path-Goal Theory o f  L ea d e rsh ip ,” 
Journa l  o f  Contemporary Business (1974), pp. 81-97.
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FIGURE 1.11 BASIC PATH-GOAL FRAMEWORK
to as the p a th -g o a l  theory  o f  l e a d e r s h ip .
Most o f  the  e a r l y  p a th -g o a l  re se a rc h  used " c o n s id e r ­
a t io n "  and " i n i t i a t i n g  s t r u c t u r e "  as the l e a d e r  behav io r  
dimensions. C ons id e ra t ion  was seen as making pa ths  e a s i e r  
to  t r a v e l  and i n i t i a t i n g  s t r u c t u r e  as a means o f  p a th -g o a l  
c l a r i f i c a t i o n .
A f te r  t h i s  e a r l y  p a th -go a l  work, the th eo ry  was r e ­
v ised  to  inc lude  a framework o f  four s p e c i f i c  k inds o f  
l e a d e r  behav io r :  d i r e c t i v e ,  su p p o r t iv e ,  achievement-
o r i e n t e d ,  and p a r t i c i p a t i v e  and two c l a s s e s  o f  s i t u a t i o n a l  
f a c t o r s :  c h a r a c t e r i s t i c s  o f  the subord ina te  and c h a r a c t e r ­
i s t i c s  o f  the  work environment. Figure 1.12 i l l u s t r a t e s  
these r e v i s io n s .
The f ig u re  sugges ts  th a t  l e a d e r  beh av io r  s t y l e s  are 
m odified by sub o rd ina te  and work environment s i t u a t i o n a l  
f a c to r s  which in f lu en ce  subord ina te  p e rc e p t io n s  o f  ex­
p ec ta n c ie s  and v a lence ,  which then r e s u l t  in  vary ing
<
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l e v e l s  o f  e f f o r t ,  m o t iva t ion ,  performance, and s a t i s f a c ­
t i o n .  P a th -g oa l  theory  would p r e d i c t ,  fo r  example, t h a t  
when the n a tu re  o f  the  t a s k  was s t r u c t u r e d  and h ig h ly  ro u ­
t i n e  t h a t  d i r e c t i v e  le a d e r  behav io r  would be in a p p ro p r ia te  
because c l e a r  exp ec tanc ies  and p e rc e p t io n s  have a lready  
been a t t a i n e d .
Since the  p a th -g o a l  theory  i s  a r e l a t i v e l y  recen t  de­
velopment in  l e a d e r s h ip ,  i t s  t e s t i n g  i s  c u r r e n t l y  in  the 
s t a t e  o f  in fancy .  Most o f  the  re se a rc h  has focused on the 
r e l a t i o n s h i p s  between d i r e c t i v e  and su pp o r t iv e  le a d e rsh ip  
s t y l e s  and su b o rd ina te  a t t i t u d e s  and behav io r  fo r  d i f f e r e n t  
t a sk s .  In gene ra l  these  r e s u l t s ,  though mixed, tend  to 
support  the t h e o r y ’s framework - -  t h a t  su pp o r t iv e  le a d e r  
behav io r  r e s u l t s  in  high employee s a t i s f a c t i o n  fo r  sub­
o rd in a te s  working on s t r u c t u r e d ,  ro u t in e  t a s k s ,  and t h a t  
d i r e c t i v e  le a d e r  behav io r  i s  more e f f e c t i v e  ( than support ive  
le a d e r  behavior)  f o r  employees working on u n s t ru c tu re d  t a s k s .
A number o f  problems have, however, begun to be re -
52p o r te d .  These in c lu d e :  the f a c t  t h a t  how p a r t i c i p a t i v e
o r  ach ievem en t-o r ien ted  le a d e r s h ip  s t y l e s  can be measured 
remain u n c le a r ;  the  f a c t  th a t  i n c o n s i s t e n t  measures o f  i n ­
s t rum en ta l  o r  d i r e c t i v e  and su ppor t ive  l e a d e r  behav ior  are
52These problems were drawn from: C. Schriesheim and 
M. A. Von Glinow, ’’The Path-Goal Theory o f  Leadership:  A 
T h e o re t ic a l  and Em pir ica l  A n a ly s i s , ” Academy o f  Management 
J o u r n a l , Vol. 20 (1977), pp. 398-405; J .  M. Ivancevich ,
A. D. S z i l a g y i ,  J r . ,  and M. J .  Wallace, J r . ,  O rg an iza t ion a l  
Behavior and Performance, (Santa Monica, C a l i f o r n i a :  Good­
yea r  P ub l ish in g  Company, 1977), pp. 295-296; and Behling 
and Schriesheim, O rgan iza t io na l  Behavior: Theory, Research ,
and A p p l i c a t io n , pp7 309-310.
used (such as th re e  d i f f e r e n t  v e rs io n s  o f  the  Ohio S ta te  
s c a le s  --  Revised Form XII o f  the  Leader Behavior D esc r ip ­
t i o n  Q ues t ionna ire  appears most a c c u r a t e ) ; the  f a c t  th a t  
much o f  the  evidence which supports  p a th -g o a l  theory  was a lso  
used to  b u i l d  i t ;  and the f a c t  t h a t  p a th -g o a l  theory  i s  b e ­
coming so complex th a t  a complete t e s t  o f . i t ,  as w el l  as a 
manager 's  a b i l i t y  to s u c c e s s fu l ly  implement i t . ,  may be nex t  
to  im poss ib le .
f) Vroom-Yetton Normative Model
The f i n a l  s i t u a t i o n a l  model which w i l l  be examined ( the
5 3Vroom-Yetton Normative Model) i s  a l so  o f  r e c e n t  o r i g i n .
I t  c o n c en t ra te s  on one dimension o f  l e a d e r s h ip  - -  d ec is io n  
making - -  and w i th in  t h a t  dimension on a s in g le  i s su e  - -  the  
degree to which the le a d e r  shares  d ec is io n  making with sub­
o rd in a te s  as a group. This i s s u e ,  as Vroom and Yetton see 
i t ,  has no a c ro s s - th e -b o a rd  problem r e s o l u t i o n .  Rather,  i t  
a l l  depends on the  s i t u a t i o n ;  sometimes an a u t o c r a t i c  de­
c i s io n  i s  in  o rd e r ,  sometimes a p a r t i c i p a t i v e  one; and some­
times a dec is io n  should be made between the  two.
To guide the  manager in  choosing how to approach these  
dec is ion  making problems Vroom and Yetton developed t h e i r  
normative model (see Figure 1 .1 3 ) .  The model i s  normative
5 3For a d e s c r ip t io n  o f  the  Vroom-Yetton model see 
V. H. Vroom and P. W. Yetton ,  Leadership and Decision Making 
(P i t t s b u rg h :  U n iv e rs i ty  o f  P i t t s b u rg h  P r e s s 1973); V. H.
Vroom, "A New Look a t  Managerial Decision Making," Organiza­
t i o n a l  Dynamics, Vol. 5 (19 73), pp. 66-80; and V. H. Vroom, 
"Leadership" in  M. D. Dunnette ( e d . ) ,  Handbook o f  I n d u s t r i a l  
and O rg an iza t io n a l  Psychology (Chicago1 Rand McNally, 19 76), 
pp. 1538-1548.
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Problem A ttribute Questions:
A. I s  th e re  a q u a li ty  
requirem ent such th a t  one 
s o lu tio n  i s  l ik e ly  to  be 
more ra t io n a l  than  another?
B. Do I have s u f f ic ie n t  
in fo rm ation  to  make a high 
q u a li ty  decision?
Ĉ  I s  th e  problem 
s tru c tu re d ?
D. Is  acceptance o f  de­
c is io n  by subord ina tes 
c r i t i c a l  to  e f fe c t iv e  
im plem entation?
E. I f  you were to  make 
the  d ec is ion  by y o u rse lf , 
i s  i t  reasonably  c e r ta in  
th a t  i t  would be accepted 
by your subord ina tes?
F. Do subo rd ina tes share 
the  o rg a n iz a tio n a l goals 
to  be ob ta ined  in  so lv in g  
th is  problem?
G^ Is  c o n f l ic t  o f  sub­
o rd in a tes  l ik e ly  in  p re ­
fe rre d  so lu tio n s?
FIGURE 1.13 VROOM-YETTON MODEL
in  c h a ra c te r  in  t h a t  i t  s p e c i f i e s  what l e ad e rs  should do in  
var ious  c i rcum stances  - -  r a t h e r  than d e sc r ib in g  what lead e rs  
a c t u a l l y  do and what the e f f e c t s  o f  those  a c t io n s  a re .
The model i s  e s s e n t i a l l y  in  the  form o f  a dec is ion  t r e e  
or  flow c h a r t .  Managers answer a s e r i e s  o f  ques t ions
(A through G) ph rased  in  "yes-no” form and a r r iv e  a t  a t e r ­
minal node (1 through 12) where a l e a d e rs h ip  method or s e t
o f  methods (AI, A l l ,  Cl, C II ,  and GII) i s  encountered.
These d ec is io n  making or l e a d e rs h ip  methods b a s i c a l l y  i n ­
volve vary ing  degrees o f  a u t o c r a t i c ,  c o n s u l t a t i v e ,  and group 
d ec is io n  making behav io rs  and are f u r t h e r  i d e n t i f i e d  in  
Figure 1 .14. The method i s  then chosen which i s  cons idered  
most f e a s i b l e  by the manager in  terms o f  f a c to r s  such as 
con se rv a t ion  o f  time ( in  which case the  method f u r t h e s t  to 
the l e f t  and most a u t o c r a t i c  would be chosen) o r  development 
o f  su b o rd ina tes  ( in  which case the  method f u r t h e s t  to the 
r i g h t  and most p a r t i c i p a t i v e  would be ch osen ) .
The im p l ic a t io n  fo r  managers i s  t h a t  i f  they use the 
model as the b a s i s  fo r  choosing t h e i r  methods o f  making 
le a d e r s h ip  d e c i s io n s ,  they can " t a i l o r "  t h e i r  approach to 
f i t  the s i t u a t i o n  and in c re a se  e f f e c t i v e n e s s .  A recen t  
em p ir ica l  i n v e s t i g a t i o n ^  using  a sample o f  96 managers 
from a v a r i e t y  o f  o rg a n iz a t io n s  in 181 a c tu a l  dec is ion  
making s i t u a t i o n s  concluded t h a t  agreement with the model 
in  a l l  cases would have in c re a se d  the number o f  su cc ess fu l
^ V .  H. Vroom and A. G. Jago, "On the  V a l id i ty  o f  the 
Vroom-Yetton Model," Jou rna l  o f  Applied Psychology, Vol. 63 
(1978), pp. 151-162.
AI. The le a d e r  so lves the problem o r  makes th e  d ec is ion  
h im se lf  u sin g  in fo rm ation  a v a ila b le  to  him a t  th a t  
tim e.
A ll. The le a d e r  o b ta in s  n ecessa ry  in fo rm ation  from sub­
o rd in a te s ,  and then  decides on th e  so lu tio n  to  the 
problem  h im se lf . Subord inates a re  n o t involved in  
g en e ra tin g  o r  e v a lu a tin g  a l te rn a t iv e  so lu tio n s .
Cl. The le a d e r  shares th e  problem w ith re le v a n t subo rd i­
n a te s  in d iv id u a lly , g e tt in g  t h e i r  id eas and sugges­
t io n s  w ithou t b rin g in g  them to g e th e r  as a group.
Then th e  le a d e r  makes th e  d ec is io n  which may o r  may 
n o t r e f l e c t  su b o rd in a te s ' in f lu e n c e .
C II. The le a d e r  shares the problem w ith h is  subord ina tes 
as a group, c o l le c t iv e ly  o b ta in in g  t h e i r  ideas and 
su g g e s tio n s . Then he makes the  d ec is io n  which again 
may o r  may n o t r e f l e c t  the  in flu en ce  o f  the su b o rd i­
n a te s  .
GII. The le a d e r  shares the problem w ith th e  subord ina tes
as a  group. Together the  le a d e r and th e  subord inates 
generate  and ev a lu a te  a l te rn a t iv e s  and attem pt to  
. reach agreem ent (consensus) on a so lu tio n .
FIGURE 1.14 VROOM-YETTON TAXONOMY OF 
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d ec is io n s  from 52% to 68% and the  o v e r a l l  e f f e c t iv e n e s s  o f  
d ec is io n s  from 4.45 to  5.19 (on a 7 -po in t  s c a l e ) .
O v e ra l l ,  however, more re se a rc h  i s  needed to  j u s t i f y  
i t s  use in  a c tu a l  p r a c t i c e .  In a d d i t io n  to  t h i s ,  o th e r  
problems inc lude  i t s  narrow focus and i t s  ques t ionab le  
p r a c t i c a l i t y .  Can managers r e a l l y  be expected  to  make 
schematic  ana ly ses  a '  l a  Vroom-Yetton befo re  a dec is ion  
i s  made?
g) Summary o f  S i tu a t io n a l /C o n t in g e n c y  Approach
The s i t u a t i o n a l / c o n t i n g e n c y  approach s h i f t e d  the  em­
p has is  from the u n i v e r s a l i s t i c  o r  "one b e s t  way" d o c t r in e  
o f  the  b e h a v io ra l  s t y l e  approach to the c o n s id e r a t io n  o f  en ­
vironm ental  f a c t o r s  in  l e a d e r s h ip  s i t u a t i o n s .  The r a t i o n a l e  
was t h a t  e f f e c t i v e  l e a d e r s h ip  i s  n o t  a b s o lu te ,  bu t  r a th e r  
depends on a number o f  v a r ia b le s  th a t  are  i n t e r a c t i n g  in  
every le a d e r s h ip  s i t u a t i o n .
The v a r i a b le s  b e l i e v e d  to be im portan t  in  the s i x  pop­
u l a r  s i t u a t io n a l / c o n t i n g e n c y  p ro p o s i t io n s  reviewed were in  
b r i e f :  (1) fo rces  in  the l e a d e r ,  the fo l low er ,  and the
s i t u a t i o n  (Tannenbaum and Schm id t) ; (2) leader-member r e ­
l a t i o n s ,  t a s k  s t r u c t u r e  and p o s i t i o n  power ( F i e d l e r ) ;
(3) m a tu r i ty  l e v e l  o f  the  group (Hersey and B lan ch a rd ) ;
(4) s i t u a t i o n a l  s e n s i t i v i t y  s k i l l ,  s t y l e  f l e x i b i l i t y  s k i l l ,  
and s i t u a t i o n a l  management s k i l l  (R eddin); (5) subord ina te  
and work environmental  f a c to r s  which in f lu en ce  employees’ 
expec tanc ies  and va lences  (House); and (6) problem a t t r i ­
b u tes  which a f f e c t  the degree o f  p a r t i c i p a t i o n  in  dec is ion  
making (Vroom-Yetton).
Although each o f  these  models has c o n t r ib u te d  to  the  
unders tand ing  o f  the  le ad e rsh ip  p ro c e s s ,  th e re  i s  s t i l l ,  
however, a lack  o f  d e f i n i t i v e  conclusions reg ard in g  any 
p a r t i c u l a r  one. Some o f  the  common problems encountered  
w ith  these  var ious  s i t u a t io n a l / c o n t in g e n c y  p ro p o s i t io n s  i n ­
cluded: the  vague s p e c i f i c a t i o n s  o f  im portan t  v a r ia b le s
and t h e i r  measurement; a too narrow focus; i n s u f f i c i e n t
em p ir ica l  t e s t i n g  to render  needed su p p o r t ;  i n c r e a s in g  com­
p l e x i t y ;  and q u es t io n s  o f  p r a c t i c a l i t y .
In s h o r t ,  d e s p i te  va luab le  i n s i g h t s  gained from these  
p r o p o s i t i o n s ,  the  phenomenon o f  le a d e rs h ip  has s t i l l  r e ­
mained so complex as to n o t  y e t  n e a r ly  be f u l l y  understood .
4. R eciprocal  Causation Approach
In g e n e ra l ,  in  the  p re v io u s ly  examined approaches,  r e ­
l a t i o n s h ip s  between subo rd in a te  a t t i t u d e s  and behav io rs  and 
le a d e r  behay io r  have been t e s t e d  by c o r r e l a t i o n a l  methods; 
and when s i g n i f i c a n t  c o r r e l a t i o n s  have been o b ta in ed ,  i t  
has been assumed t h a t  d i f f e re n c e s  in  l e a d e r  behav io r  caused 
the  a s s o c ia te d  d i f f e re n c e s  in  subord ina te  a t t i t u d e s  and b e ­
h a v io r s .  I n t e r e s t i n g l y ,  however, r e c e n t  evidence has b e ­
come a v a i l a b le  su g ges t ing  t h a t  such f ind ing s  f r e q u e n t ly  may 
have been i n t e r p r e t e d  e x a c t ly  backwards; t h a t  i s ,  s u b o rd i ­
n a te  a t t i t u d e s  and behaviors  were causing the behav io r  o f  
the l e a d e r .  The o v e r a l l  approach which recogn izes  t h i s  
p o s s i b i l i t y  o f  c a u sa t io n  in  the assumed oppos i te  d i r e c t i o n  
or  in  both d i r e c t i o n s  can be termed the  " r e c ip r o c a l  c a u sa ­
t io n "  approach.
T h e o re t ic a l  support  fo r  such a p o s i t i o n  can probably
55be t r a c e d  as f a r  back as Chester  Barnard, who f o r t y  years  
ago m ainta ined  t h a t  a u t h o r i t y  came from the bottom up and 
who s t r e s s e d  the  coopera t ive  aspec ts  o f  o rg a n iz a t io n .  The
55C. I .  Barnard, The Functions o f  the Executive 
(Cambridge, Mass. :  Harvard U n ive rs i ty  P re s s ,  193S).
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more re cen t  t h e o r e t i c a l  su p p o r t ,  however, i s  l a r g e l y  an
outgrowth o f  s o c i a l  exchange th e o r i e s  in  s o c i a l  psycho- 
56lo gy .
For example, exchange r e l a t i o n s  between le a d e rs  and 
fo l low ers  are  emphasized in  Hollander  and J u l i a n ' s  " t r a n s ­
a c t io n a l "  approach to le a d e r s h ip :
Because le a d e rsh ip  embodies a two-way in f lu en ce  
r e l a t i o n s h i p ,  r e c i p i e n t s  o f  in f lu e n c e  a s s e r t io n s  
may respond by a s s e r t i n g  in f lu e n c e  in  r e t u r n . . .  
the very  sustenance o f  the  r e l a t i o n s h i p  depends 
upon some y ie ld in g  to  in f lu e n c e  on both s i d e s . 5  7
Along the same l i n e s ,  Gibb has d iscu s sed  an " i n t e r ­
a c t i o n a l "  approach where le a d e rsh ip  i s  seen as a fu nc t ion  
of the  dynamic i n t e r a c t i o n  o f  p e rso n a l  a t t r i b u t e s  and v a r i ­
ables  in  the s o c i a l  system:
Leadership in e v i t a b ly  embodies many o f  the  q u a l i ­
t i e s  o f  the  fo l lo w ers ,  and the  r e l a t i o n  between 
the two may o f ten  be so c lo se  t h a t  i t  i s  d i f f i ­
c u l t  to determine who in f lu e n c e s  whom and to
what e x t e n t . 5 8
A number o f  r e c e n t  em pir ica l  s t u d i e s  have a lso  l e n t
Gouldner, Homans, Blau, and Adams are  among the  l e a d ­
ing a r c h i t e c t s  o f  t h e o r e t i c a l  frameworks o f  s o c i a l  exchange. 
For example see :  A. W. Gouldner, "The Norm o f  R e c ip ro c i ty ,"
American S o c io lo g ic a l  Review, Vol. 25 (1960), pp. 161-178;
G. C. Homans, S o c ia l  Behavior: I t s  Elementary Forms (New
York: H arcour t ,  Brace and World, 1961); P. M. Blau, Exchange
and Power in  S o c ia l  L ife  (New York: Wiley, 1964) ; and
J .  S. Adams, " In e q u i ty  in  S oc ia l  Exchange," in  L. Berkowitz 
( e d . ) ,  Advances in  Experimental S o c ia l  Psychology, Vol. 2, 
(New York: Academic P re s s ,  1965).
5 7E. P. Hollander  and J .  W. J u l i a n ,  "Contemporary Trends 
in  the  Analysis  o f  Leadership P ro c e s s e s , "  P sycho log ica l  
B u l l e t i n , Vol. 71 (1969), p. 390.
Gibb, "L eadersh ip ,"  in  The Handbook o f  Soc ia l  Psy­
chology , 2nd e d . , Vol. 4, Lindzey and E. Aronson, ( e d s .) 
(Reading, Mass.: Addison Wesley, 1969), p. 271.
support  to the r e c i p r o c a l  approach. Following i s  a b r i e f
d isc u ss io n  o f  s e v e r a l  o f  the  prominent ones.
59Lowin and C ra ig  conducted a s tudy  in  which naive 
a p p l ic a n t s  f o r  a temporary o f f i c e  manager 's  job were asked 
to  superv ise  the  work o f  a co n fed era te  who d e l i b e r a t e l y  
p layed  the  ro le  e i t h e r  o f  consc ien t ious-com pe ten t  t y p i s t  or  
o f  unconsc ien t ious- incom pe ten t  t y p i s t .  The r e s u l t s  show'ed 
t h a t  when the  co n fed e ra te  t y p i s t  performed competently ,  the 
s u p e rv i s o r  d i sp lay ed  more c o n s id e r a t io n ,  i n i t i a t e d  l e s s  
s t r u c t u r e ,  and al lowed more p a r t i c i p a t i o n .
F a r r i s  and Lim^9 randomly a s s ig n ed  groups to a high 
performance, low perform ance,  o r  a c o n t ro l  c o n d i t io n  by 
modifying f ig u re s  in  t im e -s tu d y  r e p o r t s  given to  foremen.
High p a s t  performance was found to in c re a se  l e a d e r  s u p p o r t ­
iv e n e s s ,  i n t e r a c t i o n  f a c i l i t a t i o n ,  goal emphasis, and work
f a c i l i t a t i o n  b eh a v io r s ,  
fi *1Greene in  a l o n g i tu d in a l  a n a ly s i s  in  an ongoing o rg a n i ­
za t io n  found, in  suppor t  o f  p rev ious  th in k in g ,  c o n s id e ra t io n  
to  be the cause o f  s a t i s f a c t i o n .  However, the  da ta  a lso
59A. Lowin and J .  R. C ra ig ,  "The In f lu en ce  of  Level of  
Performance on Managerial S ty le :  An Experimental  Objec t-
Lesson in  the  Ambiguity o f  C o r r e l a t i o n a l  Data ,"  O rgan isa ­
t i o n a l  Behavior and Human P e r formance, Vol. 3 (1968) , 
pp. 440-458.
F. F a r r i s  and F. G. Lim, J r .  " E f fe c t s  o f  Perform­
ance on Leadership ,  Cohesiveness ,  I n f lu e n c e ,  S a t i s f a c t i o n ,  
and Subsequent Perform ance,"  Jou rna l  o f  Applied Psychology, 
Vol. 53 (1969), pp. 490-497.
^ C .  N. Greene, "A Longi tud ina l  Analys is  o f  R e la t io n ­
sh ips  Among Leader Behavior and Subordinate  Performance and 
S a t i s f a c t i o n , "  Academy o f  Management P ro ceed in g s , 1973, 
pp. 433-440.
supported  s u b o rd in a te  performance as the causa l  v a r ia b le  
fo r  i n i t i a t i n g  s t r u c t u r e  and c o n s id e r a t io n .  No s i g n i f i c a n t  
r e l a t i o n s h i p  between s t r u c t u r e  and sub o rd ina te  s a t i s f a c t i o n  
was found.
6 2Barrow, u t i l i z i n g  a s im u la te d  l e a d e rs h ip  s i t u a t i o n ,  
f i r s t  m anipulated  the  s t y l e  o f  the  l e a d e r  to  see i t s  e f f e c t s  
on subord inates*  performance , then  v a r ie d  the performance 
l e v e l  o f  s u b o rd in a te s  to see how t h a t  a f f e c t e d  le a d e r  b e ­
h a v io r .  The r e s u l t s  in d i c a t e d  t h a t  the g r e a t e r  e f f e c t  was
th a t  due to group p r o d u c t i v i t y  on l e a d e r  s t y l e .
6 3F i n a l ly ,  Herold  in  a l a b o ra to r y  study o f  s i x t y - f o u r  
l e a d e r - s u b o rd in a te  dyads found t h a t  p a r tn e r s  in  a dyad, 
whether in  the  ro le  o f  le ad e rs  o r  s u b o rd in a te s ,  w i l l ,  
through t h e i r  own b eh a v io r ,  a f f e c t  t h e i r  p a r t n e r ' s  behavior  
and/or  a t t i t u d e s .  Leader a t t i t u d e s  and behav io r  were de­
m onstra ted  to vary as a fu nc t io n  o f  su bo rd ina te  performance, 
and sub o rd in a te  behav io rs  and a t t i t u d e s  v a r ie d  as a func t ion  
o f  l e a d e r  b eh av io r .
While these  s t u d i e s  do n o t  ru le  out the p o s s i b i l i t y  
t h a t  l e a d e r  beh av io r  a f f e c t s  subord ina te  a t t i t u d e s  and b e ­
h a v io r ,  they  do argue convincingly  a g a in s t  the p re v io u s ly  
assumed s im ple ,  one-way flow o f  c a u s a t io n .  The r e c ip ro c a l
J .  C. Barrow, "Worker Performance and Task Complexity 
as Causal Determinants o f  Leader Behavior S ty le  and F l e x i ­
b i l i t y , "  Jou rna l  o f  Applied Psychology, Vol. 61 (1976), 
pp. 433-4T0T
fi ^D. M. Hero ld ,  "Two-Way In f lu en ce  Processes  in  Leader- 
Follower Dyads," Academy o f  Management J o u rn a l ,  Vol. 20 
(1977), pp. 224-237.
approach s t r o n g ly  sugges ts  looking, a t  l e a d e r  behav io r  as 
both an independent v a r ia b le  and as a dependent v a r i a b le .
5. Conclusion: Disenchantment w ith  P r in c ip a l
Approaches to Leadership
Despite l e a d e r s h i p ' s  cumulative h i s t o r y  o f  re se a rc h  
and though t ,  s u r p r i s i n g l y  l i t t l e  i s  known about i t .  More­
over ,  i t  seems th a t  those i n t e r e s t e d  in  le a d e rsh ip  have 
been more adept a t  d isco v e r in g  the misconceptions vo f  l e a d e r ­
sh ip  than i t s  p r i n c i p l e s .  Consider the  fo l lowing:
Great M an/Tra it  Approach - -  Leaders can no t  c o n f id e n t ly  
be s e l e c t e d  on the  b a s i s  o f  p e rso n a l  a t t r i b u t e s  o r  p e r so n ­
a l i t y  c h a r a c t e r i s t i c s  independent o f  the  s i t u a t i o n .
B e h a v io ra l /S ty le  Approach --  There i s  ap p a ren t ly  no 
u n iv e r s a l  "one b e s t  way" to lead .
S i tu a t io n a l /C o n t in g e n c y  Approach -- I t  i s  a l o t  e a s i e r  
to recognize  t h a t  environmental  v a r ia b le s  should be con­
s id e r e d  than  i t  i s  to develop v ia b le  models. S i t u a t i o n a l  
p ro p o s i t io n s  which f u l l y  s tan d  up to  the r ig o r s  o f  em p ir ica l  
t e s t i n g  have y e t  to be developed.
R eciprocal  Causation Approach - -  I t  i s  m is lead ing  to 
conceive o f  the  le a d e r  a p a r t  from the group. Leader behav­
i o r  can be both  an independent and a dependent v a r i a b l e .
In view o f  th e  lack  o f  d e f i n i t i v e  conclusions rega rd ing  
any p a r t i c u l a r  approach o r  combination o f  approaches i t  i s  
n o t  s u r p r i s i n g  t h a t  most people i n t e r e s t e d  in  le a d e r s h ip  
f e e l  more than  s l i g h t l y  confused about the c u r ren t  " s t a t e  o f  
the a r t "  o f  l e a d e r s h ip .  S t o g d i l l ,  f o r  example in  h i s  re c e n t
compendium o f  l e a d e rs h ip  re se a rc h  f in d in g s  n o te s :
I t  i s  d i f f i c u l t  to know what, i f  any th ing ,  has 
been conv inc ing ly  demonstrated by r e p l i c a t e d  
re s e a rc h .  The end less  accumulation o f  em p ir ica l  
data  has no t  produced an i n t e g r a t e d  u n d e rs tan d ­
ing o f  l e a d e r s h i p .64
Thus, in s t e a d  o f  the  c r e a t i o n  o f  any g re a t  optimism 
about the  accumulation o f  l e a d e r sh ip  r e s e a rc h ,  what has 
developed i s  an o v e r a l l  f e e l in g  o f  f r u s t r a t i o n  and d i s a p ­
pointment.  In s h o r t ,  th e re  e x i s t s  today a' genera l  f e e l i n g  
o f  disenchantment about l e a d e r s h ip  re se a rc h .
C. Leader Reward Behavior:  A Promising New Approach
1. In t ro d u c t io n
G r e e n e ,^  in  commenting on t h i s  disenchantment with 
l e a d e r s h ip ,  sugges ted  t h a t  fo r  fu tu re  le a d e r s h ip  p r o p o s i ­
t i o n s  to be workable they must: employ new dimensions o f
le a d e r  behav io r  which show p o t e n t i a l  fo r  s i g n i f i c a n t l y  
a f f e c t i n g  employee a t t i t u d e s  and behav io r ;  be r e l a t e d  to 
v ia b le  concepts o r  models; and must employ adequate r e ­
search  designs which provide  a b a s i s  fo r  i n f e r r i n g  c a u s a l ­
i t y .  One such contemporary approach which shows c o n s id e r ­
able  promise i s  the examination o f  " l e a d e r  reward b e h a v io r ."
Unlike the  p re v io u s ly  examined l e a d e r s h ip  p ro p o s i t io n s  
which g en e ra l ly  focused on the  process  o f  l e a d e r s h ip  ( i . e . ,
^ S t o g d i l l ,  Handbook o f  L ead ersh ip , p .  v i i .
6 5C. N. Greene, "Disenchantment w ith  Leadership  Re­
sea rch :  Some Causes, Recommendations, and New D i r e c t io n s , "
paper p re se n te d  a t  Fourth B ienn ia l  Leadership Symposium, 
Southern I l l i n o i s  U n iv e r s i ty ,  C arbondale , October 2 7, 19 76.
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the impact o f  the  l e a d e r ' s  s t y l e  on s u b o rd in a te s ) ,  l e a d e r  
reward behav io r  c o n c e n t ra te s  on the  p e rce iv ed  outcomes o f  
the  l e a d e rs h ip  s i t u a t i o n  (namely the rewards/punishments 
f o r  t a s k  accom plishm ent) . More s p e c i f i c a l l y ,  l e a d e r  r e ­
ward behav ior  dea ls  w ith  the degree to  which su b o rd in a te s  
p e rce iv e  t h a t  the. rewards o r  outcomes they rece iv e  through 
t h e i r  su p e rv iso r s  r e f l e c t  t h e i r  performance or accom plish­
ment on the job .  Or in  o th e r  words, the emphasis i s  on p e r ­
ce ived  co n t in gen c ie s  between performance and l e a d e r  admin­
i s t e r e d  outcomes.
2. Foundations o f  Leader Reward Behavior
A s u b s t a n t i a l  body o f  l i t e r a t u r e  has supported  the 
s t ro n g  r e l a t i o n s h i p  between performance co n t ingen t  rewards 
and subord ina te  a t t i t u d e s  and behav io r .  Foremost among the 
c u r re n t  i n f l u e n t i a l  thoughts  t h a t  emphasize the  importance 
o f  con t ingenc ies  between performance and rewards are the  
expectancy theory  o f  m o tiva t ion  and the  operan t  model o f  
work b ehav io r .
Operant co n d i t io n in g  and expectancy th e o r i e s  have been 
viewed fo r  the  most p a r t  as competing c o n s t r u c t s H o w e v e r ,
^Among the main d i f f e re n c e s  are t h a t  whereas expectancy 
theory  i s  a m e n t a l i s t i c  approach, i s  mainly concerned w ith  
i n t r i n s i c  rewards, and sees continuous schedules  o f  reward 
as the  optimal schedule o f  re in fo rcem en t-o p e ran t  c o n d i t io n ­
ing i s  a b e h a v io r i s t  approach, gives most o f  i t s  a t t e n t i o n  
to e x t r i n s i c  re in fo rcem en t ,  and sees i n t e r m i t t e n t  schedules  
o f  re inforcem ent  as op tim al.  For f u r t h e r  e l a b o r a t io n  see
F. Petrock and V. Gamboa, "Expectancy Theory and Operant 
C onditioning:  A Conceptual Comparison," in  Concepts and
a c r u c i a l  s i m i l a r i t y  between the  two i s  the  importance each 
g ives to the  performance-outcome r e l a t i o n s h i p .  Both main­
t a i n  t h a t  rewards or re in fo rcem ents  have the  g r e a t e s t  e f ­
f e c t s  on performance when they are co n t in g en t  on performance
a) Expectancy Theory
6 7B uild ing  on the p io n ee r in g  work o f  Tolman and 
L e w in ,^  Georgopoulous, Mahoney and J o n e s ^  f i r s t  a p p l ie d  
the  b a s ic  expectancy approach to work b eh a v io r .  They s u r ­
veyed 6 21 employees on an in c e n t iv e  system in  a medium-sized 
u n ion ized ,  household app l iances  company. I n s t r u m e n t a l i t i e s  
o f  high and low performance fo r  the a t ta in m en t  o f  th re e  o u t ­
comes o f  making more money in  the long run ,  g e t t i n g  along 
w e l l  w ith  the work group, and promotion to  a h ig h e r  s a l a r y  
r a t e  were measured. The r e s u l t s  i n d i c a t e d  t h a t  employees 
who r e p o r te d  high i n s t r u m e n t a l i t i e s  tended to  have b e t t e r
performance.
70Vroom followed w ith  a more complete t h e o r e t i c a l
Controversy in  O rg an iza t io n a l  B ehav io r , 2nd e d . ,  W. R. Nord 
(ed .)  ( P a c i f i c  P a l i s a d e s ,  C a l i f o r n i a :  Goodyear P u b l ish in g
Co . ,  1976), pp. 175-187.
fi 7E. G. Tolman, Purposive Behavior in  Animals and Men 
(New York: Century, 19 32).
fi OK. Lewin, The Conceptual R e p re se n ta t io n  and Measure­
ment o f  P sycho log ica l  Forces (Durham, N. C.: Duke Uni-
v e r s i t y  P re s s ,  1938).
69 B. S. Georgopoulous, G. M. Mahoney and N. W. Jones ,  
"A Path-Goal Approach to P r o d u c t i v i t y , "  Jou rna l  o f  Applied 
Psychology, Vol. 41 (1957), pp. 345-353.
70 V. H. Vroom, Work and M o t iv a t io n , (New York: John
Wiley and Sons, I964j^
t rea tm en t  t h a t  p o p u la r iz e d  the  expectancy model. C ruc ia l  
to h i s  fo rm ula t ion  were the  p e rc e iv e d  d e s i r a b i l i t y  o f  r e ­
wards and performance reward co n t in gen c ie s  and t h e i r  r e ­
s u l t i n g  e f f e c t s  on s a t i s f a c t i o n  and performance:
In d iv id u a l s  are  s a t i s f i e d  w ith  t h e i r  jobs to  the 
e x te n t  to  which t h e i r  jobs p rovide  them w ith  what 
they d e s i r e ,  and they  perform e f f e c t i v e l y  in  them 
to  the e x te n t  t h a t  e f f e c t i v e  performance leads  to 
the a t ta in m en t  o f  what they d e s i r e  (P . 264)
There i s  c o n s id e rab le  da ta  i n d i c a t i n g  th a t  p e r ­
son s '  r e p o r t s  o f  the  e x te n t  o f  the  a t t r a c t i v e n e s s  
o f  t h e i r  jobs  ( i . e . ,  the  e x t e n t  o f  t h e i r  job 
s a t i s f a c t i o n )  a re  d i r e c t l y  r e l a t e d  to  the e x te n t  
to which t h e i r  jobs  are  in s t ru m e n ta l  to the a t ­
ta inment o f  outcomes which might be assumed to  be 
g e n e ra l ly  a t t r a c t i v e  to  persons  (p. 2 79)
. . . t h e  l e v e l  o f  performance o f  workers i s  r e l a t e d  
to the e x t e n t  to which performance i s  in s t ru m en ta l  
to  the a t ta in m en t  o f  h ig h e r  wages, promotions,  and 
acceptance  by coworkers (p. 266)
Vroom's o r i g i n a l  model has s in ce  been e l a b o r a te d  on and
71expanded by s e v e ra l  r e s e a rc h e r s  w ith  the P o r t e r  and Lawler 
ex tens ion  r e c e iv in g  perhaps the most a t t e n t i o n .
In s p i t e  o f  s e v e r a l  m o d i f ic a t io n s ,  the  importance o f  
performance-reward co n t in g en c ie s  was s t i l l  s t r o n g ly  main­
ta in ed :
. . . p e r h a p s  the most im portan t  area, o f  p r a c t i c a l  
im p l ic a t io n s  flowing from our model and r e l a t e d  
f in d in g s  concerns the qu es t io n  o f  how c lo s e ly  
o rg a n iz a t io n s  a t t a c h  rewards to job performance 
(p. 176)
72Lawler s t a t e s ,  more s p e c i f i c a l l y :
As we have seen ,  pay serves  to m otiva te  employees
71L. W. P o r t e r  and E. E. Lawler, Managerial A t t i tu d e s  
and Performance, (New York: I rw in -D orsey , 196 8).
72E. E. Lawler, Pay and O rganiza t iona l '  E f f e c t iv e n e s s :
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when i t  i s  c lo s e ly  t i e d  to  performance. As we 
have a l s o  seen ,  the  r e se a rc h  evidence shows t h a t  
people a re  more s a t i s f i e d  w ith  t h e i r  pay when they 
f e e l  i t  i s  based upon performance (p. 257)
73And f i n a l l y ,  P o r t e r  in  d isc u s s in g  how o rg a n iz a t io n s  in
the fu tu re  can in f lu e n c e  human behav io r  s t a t e s :
One method i s  to make the work environment more 
rewarding. O rgan iza t ions  w i l l  need to unders tand  
and apply  the concept o f  reward con t ingenc ies  --  
t h a t  i s ,  to  r e l a t e  rewards to  ' s p e c i f i c  work b e ­
h a v io r  (p. 114)
The e m p ir ic a l  da ta  on the  performance/outcome contingency 
component o f  the  expectancy model i s  f a i r l y  ex ten s ive  and gen­
e r a l l y  o f f e r s  c o n s i s t e n t  support  fo r  the e f f e c t s  o f  in s t rum en­
t a l i t y  on s u b je c t  behav io r .
A number o f  c o r r e l a t i o n a l  s tu d ie s  have supported  t h i s
l in k  between i n s t r u m e n t a l i t y  and b eh av io r .  For example,
74S ch u s te r ,  C la rk ,  and Rogers in  a s tudy o f  575 p r o f e s s io n a l  
employees found t h a t  as the w o rk e rs ’ p e rce iv ed  p r o b a b i l i t i e s  
o f  pay depending on q u a l i t y  and p r o d u c t i v i t y  became g r e a t e r ,  
t h e i r  r a t i n g s  as h igh  perform ers  by su p e rv iso rs  a lso  i n ­
c reased .
75Gavin in  a s tudy  o f  192 male and 175 female cand ida tes
A Psycho log ica l  View (McGraw-Hill: New York, 1971).
^ L .  W. P o r t e r ,  "Turning Work in to  Non-Work: The Reward­
ing Environment,"  in  M. Dunnette (ed .)  Work and Non-Work in  
the  Year 2001, (Monterey, C a l i f o r n i a :  Brooks-Cole, 1973).
^ J .  R. S c h u s te r ,  B. C lark ,  and M. Rogers, "T es t in g  P o r­
t io n s  o f  the P o r t e r  and Lawler Model Regarding the Motiva­
t i o n a l  Role o f  Pay ,"  Journa l  o f  Applied Psychology, Vol. 55 
(1971), pp. 187-195.
^ J .  F. Gavin, " A b i l i t y ,  E f f o r t ,  and Role P ercep t ion  as 
Antecedents o f  Job Performance,"  Experimental P u b l ic a t io n  
System, Vol. 5 (19 70), Ms. No. 190A, 1-26.
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fo r  management p o s i t io n s  found t h a t  performance reward con­
t in g e n c ie s  were p o s i t i v e l y  and s i g n i f i c a n t l y  r e l a t e d  to  
s u p e r v i s o r s '  r a t i n g s  o f  performance fo r  bo th  males and f e ­
males .
In a s tudy o f  151 non-managerial  w h i t e - c o l l a r  employees
76and 56 b l u e - c o l l a r  employees Wofford found a s i g n i f i c a n t  
c o r r e l a t i o n  between the performance-outcome i n s t r u m e n ta l i ty  
averaged across  outcomes and s u p e rv iso ry  r a t i n g s  o f  p e r f o r ­
mance .
Severa l  experim enta l  s tu d ie s  in  a d d i t io n  to c o r r e l a -
77t i o n a l  s tu d ie s  have a lso  been r e p o r t e d .  For example, Graen 
d esc r ib ed  a s tudy in  which 169 women worked a t  computer- 
r e l a t e d ,  c l e r i c a l  tasks  under var ious  m anipu la t ions  o f  r e ­
ward performance c o n t in g en c ie s .  Changes in  outcomes produced 
changes in  performance only i f  outcomes were con t ingen t  on 
perfo rm ance.
78P r i t c h a r d ,  Dunnette, and Jorgenson manipulated 
performance-outcome in s t r u m e n ta l i ty  by paying employees who 
p rocessed  ca ta lo g  o rders  oh e i t h e r  an ho u r ly  b a s i s  (low i n ­
s t ru m e n ta l i ty )  o r  a p i e c e - r a t e  b a s i s  (high in s t ru m e n ta l i ty )
^ J .  C. Wofford, "The M otiva t iona l  Bases o f  Job S a t i s ­
f a c t io n  and Performance,"  Personnel  Psychology, Vol. 24 
(1971), pp. 501-518.
77G. Graen, " I n s t r u m e n ta l i ty  Theory o f  Work M otivation:  
Some Experimental Results  and Suggested M o d i f ic a t io n s ,"  
Jou rna l  o f  Applied  Psychology, Vol. 53 (1969), pp. 1-25.
78R. D. P r i t c h a r d ,  M. D. Dunnette,  and D. 0. Jorgenson, 
"E f fe c t s  o f  P ercep t ions  o f  Equity  and In e q u i ty  on Worker P e r ­
formance and S a t i s f a c t i o n , "  Jo u rn a l  o f  Applied  Psychology, 
Vol. 56 (1972), pp. 75-94.
f o r  th re e  days. Then each group was sw itched  to the o th e r  
system and worked th re e  more days. The data  in d i c a t e d  t h a t  
the s u b je c t s  under the high i n s t r u m e n t a l i t y  pay system p e r ­
formed b e t t e r  than those under the  low i n s t r u m e n ta l i ty  pay 
system fo r  the  f i r s t  th ree  days. Furthermore,  fo l low ing  
the s h i f t s ,  the performance o f  the  group t h a t  was now on the 
hourly  r a t e  system decreased and the  performance o f  the 
group now on the  p i e c e - r a t e  system was g r e a t e r  than  t h e i r  
own prev ious  performance and very c lose  to t h a t  o f  the 
former group under the  p i e c e - r a t e  system.
b) Operant Model o f  Work Behavior
A second major cu r re n t  model t h a t  s t r e s s e s  the impor­
tance o f  performance reward con t ingenc ies  i s  the operan t  
model o f  work behav io r .
The operant  model o f  work behav io r  sees behav io r  as a 
func t ion  o f  i t s  consequences. I f  the  consequences o f  a c e r ­
t a i n  behav io r  are r e in f o r c in g  to the person the behav io r  
w i l l  be s t ren g th en e d .  Conversely,  i f  the  consequences are  
n o t  r e in f o r c in g  the behavior  w i l l  be weakened.
Operant c o n d i t io n in g  began in  the  l a t e  19 30’s with  the
79m anipulat ion  o f  animal s u b je c t s  in  l a b o r a t o r i e s .  P r i n c i ­
p le s  o f  re inforcem ent schedules  con tinued  to be i s o l a t e d  in  
a d d i t i o n a l  non-human experiments which expanded on the b a s i c
79B. F. Sk inner ,  The Behavior o f  Organisms (New York: 
A pp le ton -C en tu ry -C ro f ts , 1938).
80idea  o f  behav io r  be ing  a fu n c t io n  o f  i t s  consequences.
Emphasis then s h i f t e d  to  r e p l i c a t i n g  these  der ived  
p r i n c i p a l s  w ith  human s u b je c t s  in  l a b o r a t o r i e s  and in  mar­
g in a l  environments such as mental h e a l th  and e d u c a t io n a l
. . . 81 o r g a n iz a t i o n s .
These r e p l i c a t i o n s  w ith  human s u b je c t s  were very suc­
c e s s fu l .  and an enormous body o f  em p ir ica l  r e se a rc h  support  
82was b u i l t  up. This success  w ith  human s u b je c t s  prompted 
s e v e ra l  i n d u s t r i a l  p sy c h o lo g is t s  to  embrace the  operan t
model in  terms o f  p o s s ib le  o r g a n iz a t io n a l  a p p l i c a t i o n s .
8 3Aldis  was one o f  the  f i r s t  au tho rs  to  embrace the 
operant  model in  terms o f  p o s s ib le  o rg a n iz a t io n a l  a p p l i c a ­
t i o n s .  He urged managers to m otiva te  man by p o s i t i v e  r e ­
wards and to  use p i e c e - r a t e s  more e x te n s iv e ly .
84Nord next  took up the  banner in  a landmark a r t i c l e  
where he c a l l e d  a t t e n t i o n  to  the f a c t  t h a t  the work o f  the 
operan t  co n d i t io n e r s  had been too long n e g le c te d  in  the 
o rg a n iz a t io n a l  and managerial  l i t e r a t u r e ,  and he c a l l e d
80 C. B. F e r s t e r  and B. F. Sk inner ,  Schedules o f  Re­
inforcement , (New York: A p p le to n -C en tu ry -C ro f ts , 195 7).
81A. Bandura, P r i n c i p l e s  o f  Behavior M o d i f ic a t io n , 
(New York: H olt ,  R inehart  and Winston, 1969J .
8 2P. London, Behavior C o n t ro l , (New York: Harper and
Row, 1969).
8 30. A ld is ,  "Of Pigeons and Men," Harvard Business 
Review, Vol. 39 (1961), pp. 59-63.
84 W. R. Nord, "Beyond the Teaching Machine: The
Neglected Area o f  Operant C ondit ion ing  in  the Theory and 
P ra c t i c e  o f  Management," O rgan iza t iona l '  Behavior and Human 
Performance, Vo1. 4 (1969) , p p . 375-401.
fo r  the sy s te m a t ic  use o f  p o s i t i v e  re in fo rcem en t  by man­
agers in  areas  such as t r a i n i n g  and development, compensa­
t ion ,  and a l t e r n a t i v e  rewards ,  su p e rv is io n  and l e a d e r s h ip ,  
job design ,  and o r g a n iz a t io n a l  change.
85Other t h e o r i s t s  such as Jablonsky and DeVries echoed 
and extended N ord 's  arguments. Such p le a s  f o r  the  operan t  
approach l a i d  the groundwork fo r  ap p l ie d  l a b o ra to r y  and . 
f i e l d  ex p e r im en ta t io n .
C herr ing ton ,  S c o t t ,  and R e i tz  conducted a l a b o ra to r y  
experiment w ith  male and female s tu d e n ts  who sco red  t e s t s  
as the t a s k .  They found t h a t  a p p r o p r i a t e ly  rewarded sub­
j e c t s  r e p o r te d  g r e a t e r  s a t i s f a c t i o n  than d id  i n a p p r o p r i a t e ly  
rewarded s u b j e c t s .  Also when rewards' were p o s i t i v e l y  con­
t i n g e n t  upon performance the  s u b j e c t s '  performance was s i g ­
n i f i c a n t l y  h ig h e r .
8 7Yukl, Wexley, and Seymore i n v e s t i g a t e d  the  e f f e c t i v e ­
ness o f  pay in c e n t iv e s  under v a r ia b le  r a t i o  and continuous 
re in forcem ent  schedules  in  a s im u la ted  s i t u a t i o n  where s t u ­
dents scored  IBM answer ca rds .  They found t h a t  pay
8 5S. J .  Jablonsky and D. L. DeVries, "Operant C ond i t ion­
ing P r in c ip l e s  E x t r a p o la te d  to  the  Theory of  Management," 
O rg an iza t io na l  Behavior and Human Performance, Vol. 7 (1972), 
pp7 340-358.
*^D. L. C h e rr in g to n ,  H. J .  R e i tz ,  and W. S c o t t ,  "E f fec ts  
o f  Reward and Contingent Reinforcements on S a t i s f a c t i o n  and 
Task Performance,"  Jo u rn a l  o f  Applied Psychology, Vol. 55 
(1971), pp. 531-536.
0 7
G. Yukl, K. N. Wexley, and J .  E. Seymore, " E f f e c t i v e ­
ness o f  Pay In c e n t iv e s  Under V ar iab le  Ratio and Continuous 
Reinforcement S ch ed u les ,"  Jou rn a l  o f  Applied  Psychology,
Vol. 56 (1972), pp. 19-23.
73
in c e n t iv e s  were more e f f e c t i v e  in  m o t iva t ing  in c re a se d  p r o ­
duction  when used w ith  a v a r ia b le  r a t i o  schedu le ,  than when
used with  a ‘ continuous re in forcem ent schedule .
8 8Schneier  found th a t  behav io r  m o d if ic a t io n  was s u c c e s s ­
fu l  in  t r a i n i n g  hardcore  unemployed fo r  a m anufacturer  o f  
metal bed frames. The complex ta sk  r e q u i r e d  e ig h t  s te p s  and 
t r a i n e e s  were given re in fo rcem ent  p o in t s  c o n v e r t ib le  in to  
money fo r  c o r r e c t  performance o f  each s t e p .  The r e s u l t  was 
f a s t e r  l e a rn in g  and b e t t e r  q u a l i t y .
Another o f t e n  c i t e d  a p p l i c a t io n  invo lved  the  experiences
89o f  Emery Air F r e ig h t .  According to company v i c e - p r e s id e n t  
Edward J .  Feeney, Emery A ir  F r e ig h t ,  by i n s t i t u t i n g  an e f ­
f e c t iv e  feedback system and a program o f  p o s i t i v e  r e i n f o r c e ­
ment, was able to  save $3 m i l l io n  in  the  f i r s t  th ree  years  
o f  the program. Before the p o s i t i v e  re in fo rcem ent  program, 
performance s tan d a rd s  were only met 30 to 40 p e r  cen t  o f  
the t ime. A f te r  the  program was i n i t i a t e d ,  the  f ig u re  rose
to 90 to 95 p e r  cen t .
90Gamboa reduced absenteeism and t a r d i n e s s  in  a manu­
f a c t u r i n g / d i s t r i b u t i o n  company during a 16-week in t e r v e n t io n
8 8C. E. S ch ne ie r ,  "Behavior M odif ica t ion :  T ra in ing  the
Hard-Core Unemployed,11 P e rs o n n e l . May-June (1973), pp. 65-69.
89"At Emery A ir  F re ig h t :  P o s i t iv e  Reinforcement Boosts
Performance," O rg a n iza t io n a l  Dynamics, Winter (1973), 
pp. 41-50
90V. Gamboa, "Beyond Skinner w ith  D ignity :  An I n v e s t i ­
ga t ion  o f  the  A p p l ica t io n  o f  Behavior M odif ica t ion  in  I n ­
d u s t r i a l  S e t t i n g s , "  unpublished d o c to ra l  d i s s e r t a t i o n ,  Uni­
v e r s i t y  o f  Michigan (1974).
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p e r io d  by us ing  a poker game l o t t e r y  system to reward de­
s i r e d  performance.
91Wallin and Johnson were able to  m ain ta in  reduced ab­
sen tee ism  fo r  19 months a f t e r  the in t r o d u c t io n  o f  a system 
based on operan t  ideas  a t  an e l e c t r o n i c  m anufacturing  f irm .
Other a p p l i c a t i o n s  o f  the  operan t  model to  work o rgan i-
92 ■( - 9 3za t io n s  inc lude  q u a l i t y  c o n t r o l ,  a d v e r t i s i n g  re se a rc h
and in  g e n e ra l ,  a p p l i c a t io n s  can p robably  be made to  almost
any job s i t u a t i o n  where q u a n t i ty  and q u a l i t y  o f  performance
94are  measurable.
3. Leader Reward Behavior Research
Build ing  on the  performance-outcome contingency r e l a ­
t io n s h ip s  o f  both expectancy theory  and the  op eran t  model 
o f  work b eh a v io r ,  a small but  growing body o f  r e c e n t  em­
p i r i c a l  re se a rc h  has s p e c i f i c a l l y  i n v e s t i g a t e d  l e a d e r  reward 
b e h a v io r .
91J .  A. Wallin  and R. P. Johnson, "Employee Attendance:
An Operant Condit ion ing  I n t e r v e n t io n , "  paper  p re se n te d  a t  
the 1976 N ationa l  American P sycho log ica l  A sso c ia t io n  meeting, 
Washington, D. C.
92E. E. Adam and W. E. S c o t t ,  "The A p p l ic a t io n  o f  Be­
h a v io r a l '  Condition ing  Procedures to  the Problems o f  Q ua l i ty  
C o n t ro l , "  Academy o f  Management J o u r n a l , Vol. 4 (1971), 
pp. 175-193.
9 3L. C. Winters and W. H. Wallace, "On Operant C ond i t ion ­
ing Techniques,"  Jou rna l  o f  A d v e r t is in g  R esearch ,"  Vol. 10 
(1970), pp. 39-45.
94D. M. Brethower, Behavioral  Analysis  in  Business and 
I n d u s t r y : A Tota l  Performance System (Kalamazoo, Michigan:
B ehavordel ia ,  1972).
95Reitz  u t i l i z i n g  a sample o f  510 managers in  a l a rg e  
midwestem f i n a n c i a l  o r g a n iz a t io n ,  developed th re e  p e rce iv ed  
contingency f a c to r s  between performance and su p e rv iso ry  ad­
m in is te re d  rewards or outcomes: ( p o s i t i v e  i n s t ru m e n ta l i ty )
supp o r t ive  rewards r e l a t e d  to the  contingency between sub­
o rd in a te  behav io r  and a su p p o r t iv e  o r  rewarding response on 
the p a r t  o f  the  o rg a n iz a t io n  in  g enera l  o r  the  su p e rv iso r ,  
in  p a r t i c u l a r ;  (p u n i t iv e  in s t r u m e n ta l i ty )  the contingency 
between subord ina te  behav io r  and a p u n i t iv e  o r  reward w i th ­
ho ld ing  response;  and (advancement in s t r u m e n ta l i ty )  the  con­
t ingency  between su b o rd ina te  b e h a v io r ,  and a promotional  or 
advancement response by the s u p e rv i s o r  o r  o rg a n iz a t io n .
R ei tz  found s i g n i f i c a n t  p o s i t i v e  r e l a t i o n s h i p s  between sup­
p o r t iv e  and advancement co n t ing enc ie s  and subord ina te  s a t i s ­
f a c t io n  as measured by the S c o t t  semantic d i f f e r e n t i a l  s e l f -  
r e p o r t  measure. More s p e c i f i c a l l y  s i g n i f i c a n t  p o s i t i v e  r e ­
l a t i o n s h ip s  were found between sup p o r t iv e  i n s t r u m e n ta l i ty  
and genera l  s a t i s f a c t i o n ,  s a t i s f a c t i o n  w ith  the  jo b ,  and 
pe rce iv ed  competence o f  the  s u p e rv i s o r .  Between advance­
ment i n s t r u m e n ta l i ty  and the  same th re e  a t t i t u d e  scores  
p o s i t i v e , .but weaker c o r r e l a t i o n s  were a lso  found. No con­
s i s t e n t  r e l a t i o n s h i p s  were r e p o r te d  between p u n i t iv e  i n ­
s t ru m e n ta l i t y  and any o f  the  a t t i t u d i n a l  s c o re s .  However, 
s u r p r i s i n g l y  among the two h ig h e s t  managerial  l e v e l s  some
95H. J .  R e i tz ,  "Managerial A t t i tu d e s  and P erce ived  Con­
t in g en c ie s  Between Performance and O rg a n iza t io n a l  Response," 
Academy o f  Management P ro ceed in gs , 31st Annual Meeting, 
A t la n ta ,  Georgia (1971), pp. 227-348.
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s i g n i f i c a n t  p o s i t i v e  c o r r e l a t i o n s  (with genera l  s a t i s f a c t i o n ,  
s a t i s f a c t i o n  with  the jo b ,  and p e rce iv ed  competence o f  the
superv iso r)  were found.
96Wallin u t i l i z i n g  the  R e i tz  q u e s t io n n a i re  and the
S co t t  a t t i t u d e  measure in  a s tudy  o f  male employees in  a
midwestern c o r ru g a ted  box p l a n t  examined the e f f e c t s  o f  the
th ree  i n s t r u m e n t a l i t i e s  on performance (o b je c t iv e  measures
ob ta ined  from company records)  and s a t i s f a c t i o n  using  c ro ss -
\
lagged and dynamic c o r r e l a t i o n  a n a ly s i s .  Of the  th re e  con­
t ingency measures, only  con cu rren t  p u n i t iv e  i n s t r u m e n ta l i ty  
appeared to be s i g n i f i c a n t l y  (n eg a t iv e ly )  r e l a t e d  to p e r ­
formance. Due to the lack  o f  s t r e n g th  o f  the c o r r e l a t i o n  
(concurren t  and p r e d ic t i v e )  between the th ree  i n s t r u m e n t a l i ­
t i e s  and performance no causa l  p r i o r i t y  could  be a s se s se d .
On the o th e r  hand, both  sup po r t ive  and advancement i n s t r u ­
m e n ta l i t i e s  e x h ib i t e d  s t ro n g  o v e r a l l  p o s i t i v e  concurren t  
and p r e d ic t i v e  r e l a t i o n s h i p s  to nine o f  twelve measured 
s a t i s f a c t i o n  indexes ,  and s u r p r i s i n g l y  once again  p u n i t iv e  
in s t r u m e n ta l i ty  e x h ib i t e d  some unexpected p o s i t i v e  r e l a t i o n ­
ships to some (genera l  a f f e c t i v e  tone ,  genera l  c l a r i t y ,  gen­
e r a l  s a t i s f a c t i o n  w ith  pay, and i n t e r p e r s o n a l  a t t r a c t i v e n e s s  
of  fe llow workers) o f  the  s a t i s f a c t i o n  indexes .  However, 
the c ro ss - la g g ed  c o r r e l a t i o n s  between the th re e  ins trum en­
t a l i t i e s  and the s a t i s f a c t i o n  indexes v a r ie d  o v e r a l l  too
96 J .  A. W all in ,  MA C a u s a l -C o r r e la t io n a l  I n v e s t i g a t i o n  
o f  the Performance, S a t i s f a c t i o n ,  and Performance-Contingent 
Reward R e la t io n s h ip , "  unpublished d o c to ra l  d i s s e r t a t i o n ,  
U nivers i ty  o f  Nebraska (19 74).
much to  e s t a b l i s h  which o f  the two v a r ia b le s  ( ins trum en­
t a l i t y  o r  s a t i s f a c t i o n )  had causa l  p r i o r i t y  over the o th e r .
9 7Sims and S z i l a g y i ,  u t i l i z e d  a modified v e r s io n  o f  
R e i t z ’s in s t rum en t  to exp lo re  the  r e l a t i o n s h i p s  between 
l e a d e r  reward behav io r  and subord ina te  s a t i s f a c t i o n  (job 
d e s c r ip t i o n  index) and performance (su p e rv iso ry  e v a lu a t io n )  
’ among 6 28 p r o f e s s i o n a l ,  t e c h n i c a l ,  a d m in i s t r a t iv e  and 
s e rv ic e  employees in  a major midwestern u n i v e r s i t y  medical 
c e n t e r .  P o s i t i v e  and advancement i n s t r u m e n ta l i ty  were 
c o l la p s e d  in to  the s in g le  f a c t o r ,  p o s i t i v e  reward b eh av io r ,  
f o r  the sample. The r e s u l t s  i n d i c a t e d  a s t ro n g  p o s i t i v e  
r e l a t i o n s h i p  between p o s i t i v e  reward behav io r  and a l l  s a t ­
i s f a c t i o n  v a r i a b le s  ( the  work i t s e l f ,  the s u p e rv i s o r ,  the 
pay, the co-workers ,  and the  o p p o r tu n i t i e s  fo r  promotion) 
ac ross  the  four  s k i l l  groups. A p o s i t i v e  r e l a t i o n s h i p  was 
a lso  r e v e a le d  between p o s i t i v e  rewards and performance fo r  
a l l  bu t  the  a d m in i s t r a t iv e  group where the r e s u l t s  were 
s l i g h t l y  n e g a t iv e ,  bu t  i n s i g n i f i c a n t .  S i g n i f i c a n t  nega­
t i v e  r e l a t i o n s h i p s  e x i s t i n g  between p u n i t iv e  l e a d e r  reward 
behav io r  and sub o rd in a te  performance were r e p o r te d  fo r  the  
a d m in i s t r a t iv e  and s e rv ic e  groups, while  the r e l a t i o n s h i p s  
fo r  the p r o f e s s io n a l  and t e c h n ic a l  groups were n o t  s i g n i f i ­
c a n t .  F i n a l ly ,  and once again  s u r p r i s i n g l y ,  the  hypothe­
s i z e d  n eg a t iv e  r e l a t i o n s h i p  between p u n i t iv e  le a d e r  reward
9 7H. P. Sims and A. D. S z i l a g y i ,  "Leader Reward Be­
h a v io r  and Subordinate  S a t i s f a c t i o n  and Performance,"  
O rg a n iza t io n a l  Behavior and Human Performance, Vol. 14
(1975)", pp. 426-438.
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behav io r  and su bo rd ina te  s a t i s f a c t i o n  was only s i g n i f i c a n t l y  
supported  fo r  one r e l a t i o n s h i p  ( the  r e l a t i o n s h i p  w ith  s a t i s ­
f a c t io n  w ith  pay f o r  the  s e rv ic e  g ro u p ) . S i g n i f i c a n t  p o s i ­
t i v e  r e l a t i o n s h i p s  were found between p u n i t iv e  reward b e ­
h a v io r  and s a t i s f a c t i o n  with  work, pay, and promotion fo r  
the a d m in i s t r a t iv e  group.
To a t tem pt  to ex p la in  t h i s  s u r p r i s i n g  p o s i t i v e  r e l a ­
t io n s h ip  between p u n i t iv e  l e a d e r  behav io r  and s a t i s f a c t i o n  
fo r  the  a d m in i s t r a t iv e  group, Sims and S z i la g y i  hypo thes ized  
t h a t  ro le  ambiguity had moderated the  r e l a t i o n s h i p  and under­
took a secondary a n a ly s i s  to pursue t h i s  p o s s i b i l i t y .  The 
r e s u l t s  supported  the t h e s i s  t h a t  fo r  groups w ith  high l e v e l s  
o f  am biguity ,  any ta sk  o r  ro le  c l a r i f y i n g  behav ior  on the 
p a r t  o f  the l e a d e r  --  be i t  p o s i t i v e  or p u n i t iv e  - -  may be
seen as in s t ru m en ta l  and, hence s a t i s f y i n g .
98K e l le r  and S z i la g y i  i n v e s t i g a t e d  the  r e l a t i o n s h i p s  
between p e rce iv ed  le a d e r  reward behav io r  (using the Sims and 
S z i l a g y i  modified v e rs ion  o f  R e i t z ' s  ins trum ent)  and sub ­
o r d i n a t e s '  p e rcep t io n s  o f  ro l e  requirements  (Rizzo, House, 
and L ir tzm an 's  ro l e  c o n f l i c t  and ambiguity q u e s t io n n a i re )  
and s a t i s f a c t i o n  (job d e s c r ip t i o n  index) among 192 manager­
i a l ,  en g in ee r in g ,  and su p e rv iso ry  employees o f  a l a rg e  man­
u f a c tu r in g  p l a n t  in  the southwest  United S t a t e s .  Again 
p o s i t i v e  and advancement i n s t r u m e n t a l i t y ’were c o l la p s e d  
in to  the s in g le  f a c t o r ,  p o s i t i v e  reward b eh av io r .  P o s i t i v e
98R. T. K e l le r  and A. D. S z i l a g y i ,  "Employee Reactions 
to  Leader Reward Behavior ,"  Academy o f  Management J o u rn a l ,  
Vol. 19 (1976), pp. 619-627.
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l e a d e r  rewards were n e g a t iv e ly  r e l a t e d  to ro le  c o n f l i c t  and 
ambiguity  and p o s i t i v e l y  r e l a t e d  to  job s a t i s f a c t i o n . P un i­
t i v e  le a d e r  rewards were n e g a t iv e ly  r e l a t e d  to  ro le  ambigu­
i t y ,  bu t  no t  ro l e  c o n f l i c t .  There a l so  were no s i g n i f i c a n t
r e l a t i o n s h i p s  found w ith  job s a t i s f a c t i o n .
99K e l le r  and S z i l a g y i  a lso  . repo r ted  on the causa l  r e ­
l a t i o n s h i p s  between p e rce iv ed  le a d e r  reward behav io r  and 
su bo rd ina te  s a t i s f a c t i o n  (using  the same measures d esc r ib ed  
above) among 132 employees o f  the same m anufacturing  company. 
R esu l ts  in d i c a t e d  t h a t  p o s i t i v e  l e a d e r  reward behav io r  was 
c a u s a l ly  r e l a t e d  to h ig h e r  s a t i s f a c t i o n  w ith  work and op­
p o r t u n i t i e s  fo r  promotion. P u n i t iv e  l e a d e r  reward behav ior  
was shown to  be c a u s a l ly  r e l a t e d  to  lower s a t i s f a c t i o n  w ith  
work and s u p e rv i s io n .  No causa l  d i r e c t i o n s ,  however, were 
e s t a b l i s h e d .
Curran, W all in ,  and Johnson'*’̂  in  a s tudy  o f  209 semi­
s k i l l e d  employees in  a medium-size garment p l a n t  in  the 
South i n v e s t i g a t e d  the r e l a t i o n s h i p  between le a d e r  reward 
behav io r  (using  R e i t z ' s  ins trum ent)  and s a t i s f a c t i o n  ( S c o t t ' s  
m easu re ) . S i g n i f i c a n t  p o s i t i v e  c o r r e l a t i o n s  were r e p o r te d  
between sup po r t ive  i n s t r u m e n ta l i ty  and genera l  s a t i s f a c t i o n ,  '
99R. T. K e l le r  and A. D. S z i l a g y i ,  "A Long i tud ina l  Study 
o f  Leader Reward Behavior and Subordinate  Expec tancies  and 
S a t i s f a c t i o n , "  N a t iona l  AIDS Proceed ings ,  San Francisco  
(1976), pp. 147-149.
■^K . E. Curran, J .  A. W all in ,  and R. D. Johnson, "Em­
ployee A t t i tu d e s  as Perce ived  Contingencies Between P e r f o r ­
mance and O rg an iza t io n a l  Response," paper  p re se n te d  a t  the 
Rocky Mountain P sycho log ica l  A sso c ia t io n  meeting, Phoenix, 
Arizona (1976).
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s a t i s f a c t i o n  with  the job ,  in c e n t iv e  m o t iv a t io n a l  s t a t e ,  and 
competence o f  the s u p e rv i s o r .  S i g n i f i c a n t  p o s i t i v e  c o r r e ­
l a t i o n s  were a lso  found between advancement i n s t r u m e n ta l i ty  
and genera l  s a t i s f a c t i o n ,  s a t i s f a c t i o n  w ith  the  jo b ,  and 
competence o f  the s u p e rv i s o r .  And once again  th e re  was one 
s u r p r i s i n g  a t t i t u d e  score  ( in  t h i s  case competence o f  the  
su p e rv iso r )  which showed a s i g n i f i c a n t  p o s i t i v e  c o r r e l a t i o n
with p u n i t iv e  i n s t r u m e n t a l i ty .\
Wallin and Peters'*'®'*' r e p o r te d  on the r e l a t i o n s h i p s  b e ­
tween l e a d e r  reward behav io r  (us ing  R e i t z ’s in s t ru m e n t ) ,  
performance (using sup e rv iso ry  e v a lu a t io n s )  and s a t i s f a c t i o n  
( S c o t t ' s  measure) in  a s tudy o f  153 randomly s e l e c t e d  em­
ployees o f  the a s s i s t a n c e  payments s e c t i o n  o f  the D iv is ion  
o f  Family Serv ices  in  a sou thern  s t a t e .  S i g n i f i c a n t  p o s i ­
t iv e  r e l a t i o n s h i p s  were found between sup p o r t iv e  superv iso ry  
behav ior  and nine s a t i s f a c t i o n  indexes (g en e ra l  a f f e c t i v e  
tone ,  in c e n t iv e  m o t iv a t io na l  s t a t e ,  genera l  a f f e c t i v e  o r i ­
e n t a t i o n ,  genera l  s a t i s f a c t i o n  with  pay, e q u i ta b le n e s s  o f  
pay, i n t e r p e r s o n a l  a t t r a c t i v e n e s s ,  p e r so n a l  competence o f  
s u p e rv i s o r ,  a f f e c t i v e  o r i e n t a t i o n  towards top management, 
and ta sk  a t t r a c t i v e n e s s ) . S i g n i f i c a n t  p o s i t i v e  r e l a t i o n ­
sh ips  were a lso  re p o r te d  between advancement sup erv iso ry  
reward behav io r  and seven indexes (g enera l  a f f e c t i v e  tone ,  
genera l  a f f e c t i v e  o r i e n t a t i o n ,  genera l  s a t i s f a c t i o n  with
A. Wallin and M. H. P e t e r s ,  "The R e la t ion sh ip  Be­
tween Performance, S a t i s f a c t i o n ,  and Superv isory  S ty le  in  
A Large P ub l ic  Agency," So uthwe s t  Pi v i s  i  on Academy o f  Man- 
agement P ro ceed in gs , New Orleans (1977), pp. 125-129.
pay, e q u i ta b le n e s s  o f  pay, i n t e r p e r s o n a l  a t t r a c t i v e n e s s ,  
a f f e c t i v e  o r i e n t a t i o n  toward top management, and ta sk  a t ­
t r a c t i v e n e s s )  . C o r re la t io n s  between p u n i t iv e  sup e rv iso ry  
behav io r  and s a t i s f a c t i o n  v a r i a b le s  showed a s u r p r i s i n g l y  
p o s i t i v e  r e l a t i o n s h i p  fo r  four  indexes (gen era l  s a t i s f a c ­
t io n  with  pay, e q u i ta b le n e s s  o f  pay, a f f e c t i v e  o r i e n t a t i o n  
toward top management, and ta sk  a t t r a c t i v e n e s s ) . Wallin  and 
P e t e r s ,  echoing the arguments o f  Sims and S z i l a g y i ,  s p e c u la ­
ted  t h a t  any a c t io n  on the p a r t  o f  the  s u p e rv i s o r ,  be i t  sup 
p o r t i v e  o r  p u n i t i v e ,  t h a t  c l a r i f i e s  d e s i r e d  job behav io r  and 
performance-reward con t in gen c ie s  (reduces ro le  ambiguity) i s  
in s t ru m en ta l  to employee a t t i t u d e s  and s a t i s f a c t i o n  l e v e l s .  
Also, no s i g n i f i c a n t  r e l a t i o n s h i p s  were r e p o r te d  between sup 
p o r t iv e  and advancement su p e rv iso ry  reward behavior  and p e r ­
formance. A s t ro n g  s i g n i f i c a n t  n eg a t iv e  r e l a t i o n s h i p ,  how­
ev e r ,  was found between p u n i t iv e  s u p e rv iso ry  reward behav ior  
and performance.
10 2F in a l ly ,  Curran and W allin  in  a lo n g i tu d in a l  
s tudy  in v e s t i g a t e d  the causa l  r e l a t i o n s h i p  between le a d e r  re 
ward behav io r  (using  R e i t z ' s  o r i g i n a l  ins t rum ent)  and subor­
d ina te  s a t i s f a c t i o n  (us ing  e ig h t  f a c to r s  o f  the  S c o t t  s ca le )  
among 138 s e m i - s k i l l e d  sewing machine o p e ra to rs  o f  a garment 
manufacturing p l a n t  lo c a te d  in  the Mid-South. C ross- lagged  
dynamic c o r r e l a t i o n s  in d i c a t e d  t h a t  p o s i t i v e  and advancement 
le a d e r  reward behaviors  and job s a t i s f a c t i o n  were c a u s a l ly
1 0 ?
“K. E. Curran and J .  A. W all in ,  "P erce ived  Instrum en­
t a l i t i e s  Between Leader Reward Behavior and Worker S a t i s f a c ­
t i o n , "  Sou theas te rn  AIDS P roceed ings ,  J a c k s o n v i l l e ,  F lo r id a  
(1978) , pp. 50-5 2
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r e l a t e d  ( s i g n i f i c a n t  c o r r e l a t i o n s  were r e p o r te d  on seven o f  
the  e ig h t  s a t i s f a c t i o n  f a c to r s  - -  a l l  bu t  pe rso na l  compe­
tence o f  su p e rv is o r )  though the d i r e c t i o n  o f  c a u s a l i t y  was 
in d e te rm in an t .  P u n i t iv e  l e a d e r  reward behav io r  was found 
to have a n e u t r a l  r e l a t i o n s h i p  with  no cau sa l  in f lu en ce s  
w ith  the s a t i s f a c t i o n  dimensions. I t  was sp ec u la te d  t h a t  
the sewing machine o p e ra to r s  through experience  had come to 
expect  p u n i t iv e  l e a d e r  behav io r  as a common sup e rv iso ry  p r a c ­
t i c e  and th e re fo r e  p u n i t iv e  a c t io n s  d id  no t  engender nega­
t i v e  a t t i t u d e s  or  lower s a t i s f a c t i o n  l e v e l s .  In f a c t ,  the 
m a jo r i ty  o f  the  c ro s s - la g g e d  c o r r e l a t i o n s  re p o r te d  between 
p u n i t iv e  le a d e r  reward behav io r  and s a t i s f a c t i o n ,  though i n ­
s i g n i f i c a n t ,  were p o s i t i v e .  This aga in  could  lead  to  specu­
l a t i o n  th a t  r o le  p e rc e p t io n s  had moderated the  r e l a t i o n s h i p  
between p u n i t iv e  l e a d e r  behav ior  and s a t i s f a c t i o n .
D. Role P e rc e p t io n s :  C o n f l i c t  and Ambiguity
The powerful e f f e c t s  o f  ro le  p e rc e p t io n s  on employee
a t t i t u d e s  and behav io r  are becoming in c r e a s in g ly  well-known.
103Kahn, Wolfe, Quinn, Snoek, and Rosenthal have developed 
a theory  o f  ro le  dynamics which sees s t r e s s  as r e s u l t i n g  
from c o n f l i c t i n g  o r  incom patib le  e x p e c ta t io n s  and vague or 
u n c lea r  e x p e c t a t i o n s .
Expec ta t ions  which are  incom patib le  may r e s u l t  in  
" ro le  c o n f l i c t "  f o r  the  employee, while  u n c lea r  o r  vague
^ ^ R .  R. Kahn, D. M. Wolfe, R. P. Quinn, J .  D. Snoek, 
and R. A. R osen tha l ,  O rg an iza t ion a l  S t r e s s ; S tudies  in  
Role C o n f l i c t  and' Ambiguity (New York: Wiley, 1964) .
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e x p e c ta t io n s  may cause ’’ro le  am b ig u i ty .” Since ro le  ambig­
u i t y  and c o n f l i c t  pose ad jus tm ent  problems fo r  the  i n d i v id u a l ,  
Kahn, e t  a l . ,  p r e d i c t e d  and found lower l e v e l s  o f  job s a t i s ­
f a c t io n  fo r  those  w ith  h igh c o n f l i c t  and ambiguity.
Em pir ica l  i n v e s t i g a t i o n s  have g e n e ra l ly  supported  hy­
potheses .  t h a t  bo th  ro le  ambiguity and ro le  c o n f l i c t  are  d i -
104r e c t l y  r e l a t e d  to  unfavorab le  outcomes. These outcomes i n ­
clude lower job performance, in c re a se d  l ikehood o f  le a v in g  
the o rg a n iz a t io n ,  g r e a t e r  j o b - r e l a t e d  te n s io n  and a n x ie ty ,  
and in c re a s e d  job d i s s a t i s f a c t i o n .
The s p e c i f i c  connection  between ro le  p e rc e p t io n s  and 
l e a d e r  reward b eh a v io r ,  however, i s  only beginning  to  be ex ­
p lo r e d .  I n t e r e s t  in  t h i s  r e l a t i o n s h i p ,  as evidenced by the  
p rev ious  review o f  l e a d e r  reward behav io r  s t u d i e s ,  has a r i s e n
104See fo r  example: J .  R. Rizzo, R. J .  House and S. E. 
Lirtzman, "Role C o n f l i c t  and Ambiguity in  Complex O rgan iza­
t i o n s , ” A d m in is t r a t iv e  Science Q u a r t e r ly , Vol. 15 (1970), 
pp. 150-163; R. J .  House and J .  R. Rizzo, "Role C o n f l i c t  and 
Ambiguity as C r i t i c a l  V ar iab les  in  a Model o f  O rg a n iz a t io n a l  
B eh av io r ,” O rg a n iz a t io n a l  Behavior and Human Perform ance,
Vol. 7 (19 72), pp. 46 7-505 ; and T. Johnson and (S. Graen, "Or­
g a n iz a t i o n a l  A ss im i la t io n  and Role R e j e c t i o n , ” O rg a n iza t io n a l  
Behavior and Human Performance, Vol. 10 (19 73), p p . 72-87.
^■^While th e re  i s  much support  t h a t  both ro le  c o n f l i c t  
and r o l e  ambiguity are  g e n e ra l ly  d i r e c t l y  r e l a t e d  to  un fav o r­
ab le  p e r so n a l  outcomes, r e c e n t  em p ir ica l  r e s u l t s  sugges t  t h a t  
they should  no t  n e c e s s a r i l y  be viewed as uniformly av e r s iv e  
s t a t e s .  For f u r t h e r  e l a b o r a t io n  see :  A. D. S z i l a g y i ,  H. P.
Sims, and R. T. K e l l e r ,  "Role Dynamics, Locus o f  C o n tro l ,  and 
Employee A t t i tu d e s  and B eh av io r ,” Academy o f  Management J o u r ­
n a l  , Vol. 19 (1976), pp. 259-276; R. H. M iles ,  "A Comparison 
o f  the  R e la t iv e  Impact o f  Role P ercep t io ns  o f  Ambiguity and 
C o n f l i c t  by R o le ,” Academy o f  Management J o u r n a l , Vol. 19
(1976), pp. 22-35; H. Tosi and D. Tos i ,  "Some C o r re la te s  o f  
Role C o n f l i c t  and Ambiguity Among Public  School T e a c h e rs ,” 
Jo u rn a l  o f  Human R e l a t i o n s , Vol. 18 (1970), pp. 1068-1075; 
and R. S. S ch u le r ,  "The E f f e c t s  o f  Role P ercep t ions  on Em­
ployee S a t i s f a c t i o n  and Performance Moderated by Employee 
A b i l i t y , ” O rg a n iza t io n a l  Behavior and Human Performance,
Vol. 18 (1977), pp. 98-107
p r im a r i ly  out o f  the  need to e x p la in  the p u zz l in g  f req u en t  
p o s i t i v e  r e l a t i o n s h i p  re p o r te d  between p u n i t iv e  le a d e r  r e ­
ward behav io r  and s a t i s f a c t i o n .
A p l a u s i b l e  e x p lan a t io n  i s  t h a t  f o r  groups w ith  high 
ro le  ambiguity  o r  c o n f l i c t ,  any ro le  c l a r i f y i n g  a c t i v i t y  --  
be i t  p o s i t i v e  o r  n eg a t ive  - -  may be seen as in s t ru m en ta l  
to  task  accomplishment. The d i sag re eab le  a sp e c ts  o f  p u n i ­
t i v e  i n s t r u m e n t a l i t y  are  overcome by the s u b o r d i n a t e ' s  need 
fo r  ro le  c l a r i f i c a t i o n ,  which tends to be a l l e v i a t e d  by puni 
t i v e  i n s t r u m e n t a l i t y .  S a t i s f a c t i o n  can, t h e r e f o r e ,  be p o s i ­
t i v e l y  r e l a t e d  to  l e a d e r  c o r r e c t iv e  b ehav io r  fo r  such groups
Sims and S z i l a g y i ,  as no ted  e a r l i e r , d i d  confirm in  
a secondary a n a ly s i s  t h a t  the a d m in i s t r a t iv e  group in  t h e i r  
s tudy  which had a p o s i t i v e  r e l a t i o n s h i p  between p u n i t iv e  i n ­
s t r u m e n ta l i t y  and s a t i s f a c t i o n  a lso  expe r ienced  high l e v e l s
o f  ro l e  am biguity .  In a d d i t i o n ,  a l so  as r e p o r t e d  e a r l i e r ,
10 7K e l le r  and S z i la g y i  found p o s i t i v e  l e a d e r  reward behav io r  
to  be n e g a t iv e ly  r e l a t e d  to ro le  c o n f l i c t  and ro le  ambiguity 
and p u n i t iv e  l e a d e r  reward behavior  to  be n e g a t iv e ly  r e l a t e d  
to  ro le  ambiguity .  Other than these  two s t u d i e s ,  however, 
r e l a t i o n s h i p s  between le a d e r  reward beh av io r  and ro le  con­
f l i c t  and ro le  ambiguity have no t  been r e p o r t e d  and the  
v a r i a b le s  have y e t  to be examined in  a ca u sa l  framework.
^^ S im s  and S z i l a g y i ,  "Leader Reward Behavior and Sub­
o rd in a te  S a t i s f a c t i o n  and Performance."
10 7K e l le r  and S z i l a g y i ,  "Employee Reactions to Leader 
Reward Behavior ."
E . Research Purpose, J u s t i f i c a t i o n ,  and Hypotheses
The preced ing  l i t e r a t u r e  review has demonstrated t h a t  
p rev ious  major approaches to l e a d e rs h ip  have no t  produced 
an i n t e g r a t e d  unders tand ing  o f  l e a d e r s h ip ,  but  have in s t e a d  
developed o v e r a l l  f e e l in g s  o f  f r u s t r a t i o n  and d i s a p p o in t ­
ment among both r e s e a rc h e r s  and p ra c t io n e r s  a l i k e .
The l i t e r a t u r e  review, however, has a lso  y ie ld e d  con­
s id e r a b le  evidence t h a t  the contingency between performance 
and reward i s  a p a r t i c u l a r l y  im portan t  component in  any 
model o f  work behav io r  and t h a t  a most promising way to  ex­
p lo re  i t  i s  through the  examination o f  the e f f e c t s  o f  le a d e r  
reward behav io r  on sub o rd in a te  a t t i t u d e s  and b ehav io r .
Based on t h i s  review, the purpose and the b a s i c  c o n t r i ­
b u t io n  to  knowledge made by t h i s  re se a rc h  was to  provide 
f u r t h e r  i n s ig h t s  i n to  the  causa l  r e l a t i o n s h i p  between lead e r  
reward behav ior  and sub o rd ina te  ro le  p e r c e p t io n s ,  s a t i s f a c ­
t i o n ,  and performance.
This b a s ic  c o n t r ib u t io n  was made up o f  s i x  in d iv id u a l  
p a r t s .  F i r s t ,  p a r t  o f  the re sea rch  prov ided  a r e p l i c a t i o n  
o f  e a r l i e r  hypotheses concerning the r e l a t i o n s h i p s  between 
le a d e r  reward b eh av io r  and subord ina te  s a t i s f a c t i o n  and p e r ­
formance. Second, r e s u l t s  from t h i s  s tudy prov ided  f u r t h e r  
development o f  l e a d e r  reward behav io r  through the i n v e s t i ­
ga t ions  o f  the  a d d i t i o n a l  v a r ia b le s  o f  ro l e  c o n f l i c t  and 
ro le  ambiguity. T h ird ,  the r e s u l t s  from t h i s  r e se a rc h  were 
lo n g i tu d in a l  and thus p rov ided  a b a s i s  f o r  causa l  in fe ren ce  
among the v a r i a b l e s .  Fourth ,  t h i s  re se a rc h  inc luded  s e v e ra l
o b je c t iv e  measures of subord ina te  job performance ob ta ined  
from company r e c o rd s ,  r a t h e r  than the t y p i c a l l y  employed 
sup erv iso ry  r a t i n g s  o f  job performance. F i f t h ,  the r e s u l t s  
from t h i s  r e se a rc h  p rov ided  da ta  a t  a s i t e  no t  s tu d ie d  in  
p a s t  r e s e a rc h .  And s i x t h ,  on an a p p l i c a t i o n . b a s i s , manage­
ment a t  the r e s e a rc h  s i t e  gained a d d i t i o n a l  i n s ig h t s  in to  
the le a d e r - s u b o rd in a te  behav io r  r e l a t i o n s h i p  which may a id  
in dec is ion-m aking.
The hypotheses  t e s t e d  in  t h i s  re se a rc h  have been de­
r iv ed  from the p re v io u s ly  reviewed l i t e r a t u r e .  Three gen­
e r a l  hypotheses were t e s t e d :
Hypothesis A --  p o s i t i v e  le a d e r  rewards w i l l  be ca u sa l ly  
r e l a t e d  to lower ro le  c o n f l i c t  and ambiguity and to  h ig h e r  
job s a t i s f a c t i o n  and performance.
Hypothesis B --  p u n i t iv e  le a d e r  rewards w i l l  be c a u sa l ly  
r e l a t e d  to  lower ro le  c o n f l i c t  and ambiguity and to lower job 
s a t i s f a c t i o n  and performance.
Hypothesis C --  advancement le a d e r  rewards w i l l  be ca u s ­
a l l y  r e l a t e d  to  lower ro le  c o n f l i c t  and ambiguity and to 
h igher  job s a t i s f a c t i o n  and performance.
General suppor t  f o r  these  hypotheses can be found in  
the reviewed re se a rc h  on the importance o f  the  performance- 
outcome r e l a t i o n s h i p  in  both  expectancy theory  and the  o p e r ­
ant model o f  work b ehav io r .  S p e c i f i c  support  fo r  the hypo­
th e s iz e d  r e l a t i o n s h i p  between le a d e r  rewards and employee 
ro le  p e rcep t io n s  comes from Sims and S z i l a g y i ,  and K e l le r
108and S z i l a g y i .  In reg a rd  to  the s p e c i f i c  hypo thes ized  
r e l a t i o n s h i p s  between le a d e r  rewards and su b o rd in a te  s a t i s ­
f a c t io n  and performance, the r e l a t i o n s h i p s  hypo thes ized  in  
t h i s  s tudy are  s i m i l a r  to  those hypo thes ized  in  a l l  o f  the 
p re v io u s ly  reviewed le a d e r  reward behav io r  s t u d i e s .  These 
s tu d ie s  o v e r a l l  found more c o n s i s t e n t  support  f o r  the  e f ­
f e c t s  o f  p o s i t i v e  and advancement i n s t r u m e n t a l i t i e s  than 
f o r  p u n i t iv e  i n s t r u m e n t a l i t i e s ,  and p o s i t i v e  and advance­
ment i n s t r u m e n t a l i t i e s  were more c o n s i s t e n t l y  r e l a t e d  to  
s a t i s f a c t i o n  than to  performance.
F. O rgan iza t ion  o f  the  Research
The p r e s e n t a t io n  o f  t h i s  re sea rch  e f f o r t  i s  p re se n te d  
in  four  s e p a ra te  c h a p te r s .  This ch a p te r  has p re se n te d  an 
i n t ro d u c t io n  to  the  c u r r e n t  s tudy ,  a review o f  the r e l e ­
vant  l i t e r a t u r e ,  and a s ta tem en t  o f  the  re se a rc h  purpose ,  
j u s t i f i c a t i o n ,  and hypotheses .  Chapter I I  p re s e n t s  the r e ­
sea rch  design and methodology u t i l i z e d  in  t h i s  s tudy along 
with  the s t a t i s t i c a l  techniques  used to  analyze and e v a lu ­
a te  the  d a ta .  Chapter I I I  focuses on the  p r e s e n t a t io n  o f  
the  r e s u l t s  o f  the  s t a t i s t i c a l  a n a ly s i s  o f  the  re sea rch  
d a ta .  Chapter IV p re se n t s  a summary o f  the re se a rc h  f i n d ­
ings and d iscu sses  t h e i r  i n t e r p r e t a t i o n .  Conclusions and 
sugges t ions  fo r  f u r t h e r  re sea rch  are  a l so  inc luded  in  t h i s  
f i n a l  ch a p te r .
10 8Sims and S z i l a g y i ,  "Leader Reward Behavior and 
Subordinate  S a t i s f a c t i o n  and Performance,"  and K e l le r  and 
S z i l a g y i ,  "Employee Reactions to Leader Reward Behavior ."
I I .  RESEARCH DESIGN AND METHODOLOGY
The purpose o f  t h i s  ch a p te r  i s  to s e t  f o r th  the re se a rc h  
design and methodology fo r  t h i s  hyp o th es is  t e s t i n g  l o n g i t u d i ­
n a l  f i e l d  s tudy .  The ch a p te r  c o n s i s t s  o f  th re e  primary p a r t s :  
f i r s t ,  a d is c u ss io n  o f  the  sample p o p u la t io n  invo lved  in  
t h i s  r e se a rc h ;  second, an examination o f  the  v a r ia b le s  under 
i n v e s t i g a t i o n ;  and t h i r d ,  a d e s c r ip t io n  o f  the  methods fo r  
s t a t i s t i c a l  a n a ly s i s  o f  the  d a ta .
A. Sample
The s u b je c t s  were n o n s u p e rv iso ry , p r o f e s s io n a l  s t a f f  
members ( d i s a b i l i t y  examiners) o f  the  Louis iana  D i s a b i l i t y  
Determinations U nit ,  which i s  a s u b d iv i s io n  o f  the  Divis ion  
o f  Management under the  Louis iana  H ea lth  and Human Resources 
Adminis t r a t i o n .
This s t a t e  agency a l so  works under the  guidance o f  the 
Federal  Bureau o f  D i s a b i l i t y  Insurance  lo c a te d  in  B alt im ore ,  
Maryland. I t  i s  in  e f f e c t  a s t a t e  ad m in is te red  f e d e r a l l y  
f inanced  and monitored agency which works in  con junc t ion  
w ith  l o c a l  s o c i a l  s e c u r i t y  d i s t r i c t  o f f i c e s  to determine 
e l i g i b i l i t y  fo r  s o c i a l  s e c u r i t y  d i s a b i l i t y  b e n e f i t s .  More 
s p e c i f i c a l l y  the d i s a b i l i t y  examiners in  t h i s  agency e v a lu ­
a te  the medical and v o c a t io n a l  a sp e c ts  o f  d i s a b i l i t y  c la im an ts .
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The Louis iana D i s a b i l i t y  Determ inations Unit i s  geo­
g ra p h ic a l ly  d i s p e r s e d ,  having a re a  o f f i c e s  lo c a te d  in  Baton 
Rouge, New O rleans ,  and S h revepo r t .  Data was c o l l e c t e d  
from a l l  th re e  a rea  o f f i c e s .  The r e s p e c t iv e  numbers o f  
d i s a b i l i t y  examiners in  each a re a  o f f i c e  were Baton Rouge 
(20) ,  New Orleans (22 ) ,  and Shreveport  (19) - -  making a 
t o t a l  i n i t i a l  sample s i z e  o f  61 . d i s a b i l i t y  examiners.
This was a l o n g i tu d i n a l  f i e l d  s tudy  and data  c o l l e c t i o n  
fo r  t h i s  s tudy  was conducted in  two s t a g e s .  F i r s t ,  da ta  was 
ga thered  by a r e se a rc h  q u e s t io n n a i r e  which was d i s t r i b u t e d  
and c o l l e c t e d  a t  each work p lace  by the  r e s e a r c h e r .  All 
the s u b je c t s  v o l u n t a r i l y  completed the  forms, were t o l d  the 
genera l  n a tu re  and purpose o f  the  s tudy  and the  genera l  back­
ground o f  the  r e s e a r c h e r ,  and were guaran teed  c o n f i d e n t i a l i t y  
fo r  a l l  in fo rm ation  by both  the r e s e a rc h e r  and agency manage­
ment.^ Data g a th e red  from the re se a rc h  q u e s t io n n a i re  was 
supplemented with  performance data  f o r  t h a t  month ob ta ined  
from company re co rd s .  Second, a f t e r  the  f i r s t  da ta  p o in t  
(end o f  March), a two month time lapse  occurred  befo re  the 
same re sea rch  q u e s t io n n a i r e  was again  ad m in is te red  (end o f  
May). Performance da ta  f o r  t h a t  month (May) were a lso  c o l ­
l e c t e d .
The two month l im e - l a g  was a r b i t r a r i l y  chosen. There 
i s  no general  ru l e  concerning the  a p p ro p r ia te  time i n t e r v a l  
fo r  causa l  a n a ly s i s .  S e le c te d  time lags  have v a r ie d  in
*For a more d e t a i l e d  e x p lan a t io n  o f  t h i s  in form ation  
see the In t ro d u c t io n  to  the re se a rc h  q u e s t io n n a i r e  on 
pages 203-205 o f  Appendix A.
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b e h a v io ra l  re se a rc h  from one month ( e . g . ,  Greene ) to  over
3
one y ea r  ( e . g . ,  Downey, S her idan ,  and Slocum ) .  The re -
4
s u i t ,  as no ted  by Feldman, i s  t h a t  ’’the r e s e a r c h e r  i s  l e f t  
to o p e ra te  by guess and by God.” R esea rch e r ’s i n t u i t i o n  
and convenience se rve  as gu ides .  A r e c e n t  computer s im u la ­
t i o n  by Sims and Wilkerson^ designed to  e v a lu a te  what hap­
pens to c r o s s - l a g  c o r r e l a t i o n s  under d i f f e r e n t  time lags
h as ,  however, he lped  somewhat. These r e s u l t s  i n d i c a t e  t h a t
\
the c r o s s - l a g  method i s  r e l a t i v e l y  i n s e n s i t i v e  to  e r r o r s  in 
the s e l e c t i o n  o f  the  t im e - l a g ,  and in  a d d i t i o n ,  t h a t  when 
tak ing  t im e - lag  measures i t  i s  b e t t e r  fo r  a r e s e a r c h e r  to 
e r r  on the ’’e a r l y ” s ide  r a t h e r  than on the  ’’l a t e ” s id e .
The sample s i z e  o f  61 a t  the f i r s t  time p o in t  was r e ­
duced by 8 to  5 3 a t  the second time p o i n t .  Reasons fo r  t h i s  
re d u c t io n  in  usab le  q u e s t io n n a i r e s  inc luded  job t r a n s f e r s ,  
promotions,  t e rm in a t io n s ,  m a te rn i ty  le av e ,  extended i l l n e s s ,  
and improperly  completed forms. The f i n a l  sample s i z e  o f  
53 d i s a b i l i t y  examiners c o n s i s t e d  o f  28 males and 25 females.
2C. N. Greene, ’’The Path-Goal Theory o f  Leadersh ip :  A
R e p l ic a t io n  and an A nalysis  o f  C a u s a l i t y , ” paper  p re se n te d  
a t  the 34th annual meeting, Academy o f  Management, S e a t t l e ,  
Washington, August (1974).
^H. K. Downey, J .  E. Sher idan ,  and J .  W. Slocum, ’’The 
Path-Goal Theory o f  Leadersh ip :  A Longi tud ina l  A na lys is"
O rg a n iz a t io n a l  Behavior and Human Performance, Vol. 16 
(19 75) ,' pp. 1'56-'176'.
^J .  Feldman, "C ons idera t ions  in  the Use o f  Causal- 
C o r r e la t io n a l  Techniques in  Applied Psychology,"  Jou rna l  
o f  Applied  Psychology, Vol. 60 (1975), p. 666.
^H. P. Sims and D. A. Wilkerson, "Time-Lags in  Cross- 
Lag C o r r e la t io n  S tu d ie s :  A Computer S im u la t io n ,"  Decision
S c ie n c e s , Vol. 8 (1977), pp. 630-644.
Average age was 38.6 years  and average yea rs  s e rv ic e  was 
2.86 y e a r s .
B. V ar iab le s  Under I n v e s t i g a t i o n
P resen ted  below i s  a d e s c r ip t io n  o f  the  v a r i a b le s  used 
in  t h i s  r e se a rc h ,  in c lu d in g  a d e f i n i t i o n  and the  means - o f  
' . o p e r a t i o n a l i z i n g  each v a r i a b l e .  .Of the  four  major v a r ia b le s  
examined, th re e  ( l e a d e r  reward b ehav io r ,  ro l e  p e rc e p t io n s ,  
and s a t i s f a c t i o n )  were ob ta ined  from the r e se a rc h  q u e s t io n ­
n a i r e  found in  Appendix A. In a d d i t i o n ,  the  fo u r th  (p e r ­
formance) was acq u ired  from company re c o rd s .
1. Leader Reward Behavior
This v a r i a b le  (see s e c t io n  two o f  Appendix A) measures 
the degree to  which the subord ina te  p e rc e iv e s  t h a t  the r e ­
wards or outcomes he r e ce iv es  through h i s  s u p e rv i s o r  r e ­
f l e c t  h i s  accomplishments or performance on the job .
Measures o f  l e a d e r  reward behav ior  were o b ta in ed  from
a contingency survey o f  25 items f i r s t  developed by
6 7Johnson, expanded and f a c t o r  analyzed by R e i t z ,  and ex-
O
tended f u r t h e r  by Sims and S z i l a g y i .  R e i tz  f a c t o r  analyzed
^R. D. Johnson, "An I n v e s t ig a t io n  o f  the  I n t e r a c t i o n  
E f f e c t s  o f  A b i l i t y  and M otivat iona l  V ar iab le s  on Task P e r ­
formance," unpublished  doc to ra l  d i s s e r t a t i o n ,  Ind iana  Uni­
v e r s i t y  (1970).
7
H. J .  R e i tz ,  "Managerial A t t i tu d e s  and Perce ived  Con­
t in g e n c ie s  Between Performance and O rg a n iza t io n a l  Response," 
Academy o f  Management P roceed ings , 31st  annual meeting, 
A t l a n ta ,  Georgia (1971),  pp. 227-238.
o
H. P. Sims and A. D. S z i l a g y i ,  "Leader Reward
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t h i s  s c a le  and found th re e  d i s t i n c t  f a c t o r  s t r u c t u r e s  which 
he l a b e le d ,  p o s i t i v e  i n s t r u m e n t a l i t y ,  p u n i t iv e  ins trum en­
t a l i t y ,  and advancement i n s t r u m e n t a l i t y .  Figure 2.1 p ro ­
vides the d e f i n i t i o n s  fo r  th ese  as w el l  as the  coding ab­
b r e v ia t i o n s  which were used to f a c i l i t a t e  the  p r e s e n t a t io n  
o f  the  da ta  in  the  fo l low ing  c h a p te r .  In s e p a ra te  samples 
Reitz  found f a c t o r  congruences in  excess o f  .90 fo r  these 
th re e  f a c t o r s . ^
The contingency survey i s  composed o f  L i k e r t - s c a l e  
items in  which the respondent i s  asked to  e s t im a te  the 
p r o b a b i l i t y  th a t  a s p e c i f i e d  behav io r  on h i s  p a r t  would r e ­
s u l t  in  a p a r t i c u l a r  su p e rv iso ry  ad m in is te red  reward o r  
outcome. Sub jec ts  choose from s i x  p o s s ib le  responses  v a ry ­
ing from "100% c e r t a i n "  to "very im probab le ."  F igures  2 .2 ,
2.3 and 2.4 show the items making up the  th re e  pe rce iv ed  
c o n t in g e n c ie s .
2. Role C o n f l i c t  and Role Ambiguity
In o rder  to  examine the  concepts o f  ro l e  c o n f l i c t  and 
ro le  ambiguity a 29 item form (see s e c t io n  th ree  o f  Appendix 
A) developed by Rizzo, House and L i r t z m a n ^  was used. This
Behavior and Subordinate  S a t i s f a c t i o n  and Performance,"  
O rg an iza t io n a l  Behavior and Human Performance, Vol. 14 (1975), 
ppT 426-435. •
q
A. D. S z i l a g y i ,  "An Em pirical  I n v e s t i g a t i o n  o f  the  I n ­
t e r a c t i o n  R e la t io n sh ip s  o f  Superv isory  Behavior and S e lec ted  
Task V ar iab les  on Subordinate  S a t i s f a c t i o n  and Performance,"  
unpublished d o c to ra l  d i s s e r t a t i o n ,  Ind iana  U n iv e rs i ty  (1973), 
p . 58.




P o s itiv e  in s tru m e n ta lity PI The p erce iv ed  contingency 
between employee behavior 
and a supportive  o r  reward­
in g  response on the  p a r t  o f  
the  su p e rv iso r .
P un itive  in s tru m e n ta li ty P2 The perceived , contingency 
between employee behavior 
and a p u n itiv e  o r  reward 
w ithho ld ing  response on the  
p a r t  o f  the  su p e rv iso r .
Advancement in s tru m e n ta li ty P3 The p e rce iv ed  contingency 
between employee behav io r 
and a prom otional o r  ad­
vancement response on the  
p a r t  o f  the  su p e rv iso r .
FIGURE 2.1  DEFINITIONS AND CODING SCHEME OF 
PERCEIVED CONTINGENCIES
ins trum ent  uses a sev en -p o in t  L ik e r t  response ranging from 
" d e f i n i t e l y  n o t  t ru e "  to " d e f i n i t e l y  t r u e . "
Rizzo, e t .  a l . ,  c o n s t ru c te d  from a f a c t o r  a n a ly s i s  o f  
these  29 i tem s ,  two s c a le s  c a l l e d  ro le  c o n f l i c t  and ro le  
ambiguity . Figure 2.5 con ta ins  the d e f i n i t i o n s  fo r  these  
v a r ia b le s  and t h e i r  coding a b b r e v ia t io n s .
As shown in  F igures  2.6 and 2 .7 ,  ro l e  c o n f l i c t  c o n s i s t s  
o f  e i g h t  i tems and ro le  ambiguity has s i x  i tem s.  A re c e n t  
examination o f  the  psychometric  p r o p e r t i e s  ( in c lu d in g  f a c t o r  
s t r u c t u r e ,  c o e f f i c i e n t s  o f  congruency, and r e l i a b i l i t i e s )
C o n f l i c t  and Ambiguity in  Complex O rg a n iz a t io n s ,"  Adminis - 
t r a t i v e  Science Q u a r t e r l y , Vol. 15 (1970), pp. 150-163.
ITEM
NO.
1 . Your supervisor would personally pay you a compliment i f  
you did outstanding work.
3. Your su p e rv iso r  would lend  a sym pathetic e a r  i f  you had 
a com plain t.
4 . Your su p e rv iso r  would be very  much aware o f  i t  i f  th e re  was 
a tem porary change in  th e  q u a li ty  o f  your work.
6. Your su p e rv iso r  would blame you r a th e r  than some f a c to r  
over which you have no c o n tro l i f  the  q u a li ty  o f  your 
work took a tu rn  fo r  th e  worse.
11. Your s u p e rv is o r 's  boss o r  o th e rs  in  h ig h e r management
would know about i t  i f  your work was o u ts tan d in g .
13. Your s u p e rv is o r 's  recommendation fo r  a pay in c re a se  fo r
you would be c o n s is te n t w ith h is  e v a lu a tio n  o f  your
perform ance.
14. Your su p e rv iso r  would show a g re a t deal o f  i n t e r e s t  i f
you suggested  a new and b e t t e r  way o f  doing th in g s .
15. You would re c e iv e  sp e c ia l  rec o g n itio n  i f  your work p e r ­
formance was e s p e c ia l ly  good.
16 Your su p e rv iso r  would do a l l  he could to  he lp  you i f  you 
were having  problems in  your work.
17. Your s u p e rv is o r 's  ev a lu a tio n  o f  your perform ance would 
be in  agreement w ith your own e v a lu a tio n s  o f  your p e r ­
formance.
19. Your su p e rv iso r  would encourage you to  do b e t t e r  i f
your perform ance was accep tab le  but w ell below what 
you were capable o f .




2. You would get no in c re a se  in  pay i f  your work was below 
accep tab le  s ta n d a rd s .
S. You would be d ism issed  i f  you were absen t fo r  se v e ra l days 
w ithout n o tify in g  th e  agency o r  w ithou t a reasonab le  excuse.
8. Your su p e rv iso r  would g e t on you i f  your work was n o t as 
good as the work o f  o th e rs  in  your departm ent.
12. You would be reprim anded i f  your work was c o n s is te n tly  
below accep tab le  s ta n d a rd s .




7. You w i l l  ev en tu a lly  go as f a r  as you would l ik e  to  go in  
t h i s  agency, i f  your work i s  c o n s is te n t ly  above average.
9. You would be promoted i f  your work was b e t t e r  than o th e rs  
who were o therw ise  e q u a lly  q u a l i f ie d .
20. You would be promoted w ith in  th e  nex t two years i f  your 
work was c o n s is te ly  b e t t e r  than  th e  work o f  o th e rs  in  
your departm ent.
FIGURE 2 .4  ADVANCEMENT INSTRUMENTALITY 
CONTINGENCY ITEMS
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VARIABLE CODING SCHEME DEFINITION
Role C o n flic t  RC The p e rc ep tio n  o f  
c o n f l ic t in g  demands 
o r  in c o m p a tib il i t ie s  
by the ro le  incumbent.
Role Ambiguity RA The lack o f  c l a r i t y  o r  
p r e d ic ta b i l i ty  one p e r ­
ceives in  h is  work- 
r e la te d  behav io r
FIGURE 2 .5  DEFINITIONS AND CODING SCHEME OF 
ROLE PERCEPTIONS
of the  ro le  c o n f l i c t  and ambiguity s c a le s  by S chu le r ,  Aldag, 
and B r i e f ‘d  p rov ided  c o n s i s t e n t  support  fo r  each s c a le  across 
s ix  samples.
3. S a t i s f a c t i o n
Subordinate  s a t i s f a c t i o n  (see s e c t io n  one o f  Appendix A)
was measured w ith  a s e l f - r e p o r t  in s t ru m en t  developed by S co t t
12and h i s  c o l l e a g u e s .  The survey c o n s i s t s  o f  groups o f  b i ­
p o la r  a d j e c t i v e  p a i r s  which are  s e t  a g a in s t  concepts  o f  s a t ­
i s f a c t i o n  r e f e r r i n g  to var ious  components o f  the  work
R. S. S ch u le r ,  R. J .  Aldag, and A. P. B r i e f ,  "Role 
C o n f l ic t  and Ambiguity: A Scale A n a ly s i s , "  0 r  gan i  z a t  ion a1
Behavior and Human Performance, Vol. 20 (1977),  pp. 111-128.
1 2 W. E. S c o t t ,  "The Development o f  Semantic D i f f e r e n t ­
i a l  Scales  as Measures o f  Morale ,"  Organi z a t  io n a l  Behavior 
and Human Perform ance, Vol. 20 (1967), pp. 179-188; and 
W. E. S c o t t  and D. M. Rowland, "The G en e ra l i ty  and S i g n i f i ­
cance o f  Semantic D i f f e r e n t i a l  Scales  as Measures o f  Mor­




5. I have to  do th in g s  th a t  should  be done d i f f e r e n t ly
11. I rece iv e  an assignm ent w ithout the  manpower to  complete i t .
13. I  have to  buck a ru le  o r  p o lic y  in  o rd e r to  c a rry  out an
assignm ent.
18. I work w ith  two o r  more groups who o p era te  q u ite  
d i f f e r e n t ly .
20. I rece iv e  incom patib le  req u e s ts  from two o r  more peop le .
22. I do th ings th a t  a re  ap t to  be accepted  by one person  and 
n o t accep ted  by o th e rs .
24. I  rec e iv e  an assignm ent w ithout adequate resou rces and 
m a te r ia ls  to  execute i t .
26. I work on unnecessary  th in g s .
FIGURE 2.6  ROLE CONFLICT ITEMS
IT EM
NO. ITEM
2. I  f e e l  c e r ta in  about how much a u th o r ity  I have.
4. I have c le a r ,  p lanned goals and o b je c tiv e s  fo r  my -job.
10. I know th a t  I have d iv ided  my time p ro p e rly .
12. I know what my r e s p o n s ib i l i t ie s  a re .
19. I  know e x a c tly  what i s  expected o f  me.
25. E xplanation  i s  c le a r  o f  what has to  be done.
FIGURE 2 .7  ROLE AMBIGUITY ITEMS
s i t u a t i o n .  This semantic d i f f e r e n t i a l  q u e s t io n n a i r e  i s  the 
same one used by R e i tz  in  h i s  c l a s s i c  l e a d e r  reward behav io r  
s tu d y .  ̂̂
14For the  purposes o f  t h i s  s tu d y ,  s i x  f a c t o r  scores  
were c a lc u la t e d  fo r  each examiner based  upon h is  o r  h e r  r e s ­
ponses to b i p o l a r  a d j e c t i v e  p a i r s  s e t  a g a in s t  the fo l low ing  
components o f  work: Me a t  Work; My S a la ry ;  My Immediate
S u p erv iso r ;  and My P o s i t io n .
S a t i s f a c t i o n  scores  were computed f o r  the  fo l low ing  s ix  
f a c t o r s :  genera l  a f f e c t i v e  to n e ,  p e r so n a l  p r o d u c t i v i t y ,  i n ­
ce n t iv e  m o t iv a t io n a l  s t a t e ,  genera l  s a t i s f a c t i o n  w ith  pay, 
p e rso n a l  competence o f  s u p e rv i s o r ,  and t a s k  a t t r a c t i v e n e s s .  
D e f in i t io n s  o f  th ese  s i x  f a c t o r s ,  coding a b b r e v i a t io n s ,  and 
i d e n t i f i c a t i o n  o f  work components are  given in  Figure 2 .8 .
In a d d i t io n  Figure 2.9 l i s t s  the a d j e c t iv e  p a i r s  from which 
the s i x  s a t i s f a c t i o n  v a r ia b le s  were der ived .
4. Performance
In d iv id u a l  performance measures were o b ta in ed  from 
agency re co rd s .  These are the a c tu a l  performance f ig u re s  
used monthly by management to  a p p ra ise  employee performance. 
These measures are  o b je c t iv e  in  n a tu re  and take  in to  account 
both q u a n t i ty  and q u a l i t y  a spec ts  o f  performance.
13H. J .  R e i tz ,  ’’Managerial A t t i tu d e s  and Perce ived  Con­
t in g e n c ie s  Between Performance and O rg a n iza t io n a l  Response,” 
pp. 228-229.
"^Four o f  the  s ix  f a c to r s  u t i l i z e d  were the  same as 




General a f fe c tiv e  
tone
Me a t Work Ml
Personal p ro d u c tiv ity  Me a t  Work M4
An a f fe c t iv e  dimension 
d ea lin g  w ith  i n t r i n s i c  
reward o r  s a t i s f a c t io n .
The in d iv id u a l 's  p e rcep ­
tio n  o f  h is  e f f ic ie n c y  
arid p ro d u c tiv ity  a t  
work.
In cen tiv e  m o tiv a tio n a l 
s t a te
Me a t Work M5
General s a t i s f a c t io n  
w ith  pay
P ersonal competence 
o f  su p e rv iso r
Task a tt ra c t iv e n e s s
My S a la ry  Pay
My S2
Immediate
S uperv iso r
My J1
P o s itio n
The c e n tra l  m o tiv a tio n a l 
s t a t e  o f  the  in d iv id u a l 
due to  the amount o f  
p o s i t iv e  and n eg a tiv e  
re in fo rc e rs  o ccu rrin g  in  
th e  work environm ent.
P ersonal p e rcep tio n  o f  
th e  reasonab leness o f  
o n e 's  pay.
In d iv id u a l 's  p e rcep tio n  
o f  h is  s u p e rv is o r 's  
a b i l i t y  and e f f e c t iv e ­
n e ss .
The in d iv id u a l 's  a f fe c ­
t iv e  re a c tio n  to  the 
job and h is  p e rcep tio n  
o f  i n t r i n s i c  job w orth.
FIGURE 2 .8  DEFINITIONS, CODING SCHEME, AND WORK 
COMPONENTS OF SATISFACTION VARIABLES
At the end o f  each month every exam iner 's  performance 
i s  ap p ra ised  in  terms of :  case load;  p rod u c t ion  r a t e ;  con­
s u l t a t i v e  examination r a t e ;  s u b s ta n t iv e  e r r o r  r a t e ;  and 
t e c h n ic a l  e r r o r  r a t e .  In a d d i t i o n ,  examiners are  ranked in  
terms o f  t h e i r  r e l a t i v e  s ta n d in g  on each o f  these  f iv e  p e r ­
formance measures and the  v a r ious  rankings a re  then  summed
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VARIABLE ADJECTIVE PAIRS
General a f fe c t iv e  a p p re c ia te d -u n ap p re c ia te d  penalized-rew arded
tone 
(Me a t  Work)
Personal produc­
t i v i t y  
(Me a t  Work)
Incen tive  m oti­
v a tio n a l s t a te  
(Me a t Work)
General s a t i s f a c ­




o f  su p e rv iso r  
(My Immediate 
Supervisor)
Task a t t r a c ­
tiv en ess  
(My P o sitio n )
s a t i s f i e d - d i s s a t i s f i e d
p ro d u c tive-unp roduc tive
e f f e c t iv e - in e f f e c t iv e
e f f e c ie n t - in e f f i c i e n t
co o p era tiv e-u n co o p era tiv e
a t t  en t i  ve - in  a t ten  t  i  ve
s p i r i t e d - l i f e l e s s
a l e r t - l i s t l e s s
im port an t-un im port ant
annoy ing-p leasing
reasonab le-un reasonab le
strong-w eak 
e f f e c t iv e - in e f f e c t iv e  
s k i l l fu l -b u n g l in g
a t  t r a c t  i  ve - rep  u l s i  ve 
good-bad
s u p e r io r - in f e r io r
en co u r age d- d i s co u r age d
r e l ia b le -u n re l ia b le
in te re s te d -b o re d  
p roductive-unp roductive  
va lu ab le -w o rth le ss  
u se fu l-u s e le s s  
e f f e c t iv e - in e f f e c t iv e
su p e r io r-  in f e r io r  
p en a liz in g -rew ard in g
a c tiv e -p a s s iv e
p o s it iv e -n e g a tiv e
d e c is iv e - in d e c is iv e
e x c i t in g -d u ll
in te re s tin g -b o r in g
wholesome-unwholesome
FIGURE 2 .9  ADJECTIVE PAIRS MAKING UP 
SATISFACTION VARIABLES
f o r  each i n d i v id u a l .  F i n a l ly ,  based on th e se  rankings summa­
t i o n s ,  the  examiners are o r d i n a l l y  ranked. These seven p e r ­
formance measures are  def ined  and t h e i r  coding ab b re v ia t io n s  
are  d esc r ibed  in  Figure 2.10.
C. S t a t i s t i c a l  A nalysis  
There are  two major problems in  the i n t e r p r e t a t i o n  o f
VARIABLE CODING SCHEME DEFINITION
Case load P2A The number o f  cases pending 
d isp o s itio n
Production
ra te
P2B The number o f  cases d isposed 
o f  d iv ided  by the  number o f  
cases taken in
C onsu lta tive  
exam ination r a te
\
P2C The number o f  c o n su lta tiv e  
medical exams scheduled 
d iv ided  by th e  number o f  
d isp o s itio n s
S ubstan tive  e r r o r  
r a te
P2D The number o f  cases w ith one 
o r  more su b s ta n tiv e  e rro rs  
d iv ided  by the  number o f  
cases reviewed
Technical e r r o r  
r a te
P2E The number o f  cases w ith one 
o r  more te c h n ic a l e r ro rs  
d iv ided  by the  number o f  
cases reviewed
Total rank ing P2F The sum o f  th e  in d iv id u a l 
rankings on each o f th e  f iv e  
p rev ious v a ria b le s
Normed p o s it io n P2G O rdinal rankings norm alized 
on a percentage b a s is  to  
allow  la rg e r  percen tages to  
r e f l e c t  b e t t e r  perform ance
FIGURE 2.10 DEFINITIONS AND CODING SCHEME 
OF PERFORMANCE VARIABLES
s t a t i c  c o r r e l a t i o n a l  re se a rc h :  the d i r e c t i o n a l i t y  problem
and the  t h i r d  v a r i a b le  problem. The d i r e c t i o n a l i t y  problem 
r e f e r s  to the o f t - c i t e d  dictum, " c o r r e l a t i o n  does n o t  imply 
c a u s a t io n . "  A s u b s t a n t i a l  s t a t i c  c o r r e l a t i o n  between two 
v a r ia b le s  t e l l s  a r e s e a rc h e r  only t h a t  they are r e l a t e d  o r  
tend  to  covary, b u t  does no t  t e l l  him whether one i s  caused
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by the o th e r .  The t h i r d  v a r ia b le  problem r e f e r s  to the p o s ­
s i b i l i t y  t h a t  n e i t h e r  o f  the two v a r ia b le s  invo lved  in  a cor-
f
r e l a t i o n  produces the o th e r .  R ather ,  some u n s p e c i f ie d  v a r i ­
able  or p rocess  has produced the  r e l a t i o n s h i p .
The o b je c t iv e  o f  t h i s  r e se a rc h  was to employ s t a t i s t i c a l  
techniques which would l a r g e ly  overcome these  problems and 
allow causa l  in fe r e n c e s  to be made w ith  some degree o f  c o n f i ­
dence. Three techn iques  were employed to t e s t  the hypothe­
s i z e d  r e l a t i o n s h i p s .  The c ro ss - la g g e d  panel  c o r r e l a t i o n  
technique and the Kenny "c o r re c te d "  c o r s s - l a g  c o r r e l a t i o n  
technique were used  to p a r t i a l l y  overcome the d i r e c t i o n a l i t y  
problem. The t h i r d  v a r ia b le  problem was d e a l t  w ith  by a d d i ­
t i o n a l l y  employing dynamic c o r r e l a t i o n  c o e f f i c i e n t s .
1. Cross-Lagged Panel C o r re la t io n  Technique
The c ro s s - la g g e d  panel  c o r r e l a t i o n a l  technique was i n ­
i t i a l l y  d iscu ssed  by S i m o n , a n d  l a t e r  e l a b o r a te d  on by
1 fi 17Campbell and S tan ley  and Pelz and Andrews. I t  r e q u i r e s
t h a t  i d e n t i c a l  measures o f  the  v a r ia b le s  in  q u es t io n  be
taken w ith  the same s u b je c t s  in  a t  l e a s t  two p o in t s  in  time.
■^H.' A. Simon, "Spurious C o r r e la t io n :  A Causal I n t e r ­
p r e t a t i o n , "  Jou rna l  o f  the  American S t a t i s t i c a l  A s s o c ia t io n ,  
Vol. 49 (1954), pp. 467-479.
T. Campbell and J .  C. S tan ley ,  Experimental and 
Quasi-Experimental  Designs fo r  Research on Teaching (New 
York: Rand-McNally, 1963).
17D. C. Pelz and F. M. Andrews, "D etec t ing  Causal P r i ­
o r i t i e s  in  Panel Study Data ,"  American S o c io lo g ic a l  Review, 
Vol. 29 (1964), pp. 836-848.
103
Once these  da ta  have been c o l l e c t e d ,  c ro s s - la g g e d  c o r r e ­
l a t i o n a l  a n a ly s i s  as shown in  Figure 2.11 can be conducted.
Figure 2.11 i l l u s t r a t e s  t h a t  s i x  p o s s ib le  c o r r e l a t i o n  
c o e f f i c i e n t s  e x i s t  fo r  two h y p o th e t i c a l  v a r i a b le s  (x and y) 
measured a t  two p o in t s  in  time (Time 1 and Time 2) .  Two o f
the  c o r r e l a t i o n s ,  r  and r  , a re  e s s e n t i a l l y  t e s t -
1 2  y l y 2
r e t e s t  r e l i a b i l i t i e s  o r  a u t o c o r r e l a t i o n s  and are  no t  d i r e c t l y
concerned w ith  the in fe ren ce  o f  c a u s a l i t y .  The remaining
c o r r e l a t i o n  c o e f f i c i e n t s ,  however, can p rov ide  in d i c a t i o n
o f  the  causal  d i r e c t i o n  o f  the  r e l a t i o n s h i p s  between the two
v a r i a b l e s .  The c o r r e l a t i o n s ,  r  , and r  , are  s t a t i c
x l yl  2 y 2
o r  synchronous c o r r e l a t i o n s .  C o r r e l a t i o n s ,  r  and r  ,
x l y 2 y l  2
are  c ro ss - la g g e d  c o r r e l a t i o n s .
I f  these  c o r r e l a t i o n s  are  observed to  s ta n d  in  t h i s
o rde r :  r  > (r  = r  )> r  , i t  i s  i n f e r r e d  t h a t
1 2  Xl yl  2 y 2 y l  2
V ariab le  X causes changes in  V ar iab le  Y. Conversely ,  i f
Var iab le  Y causes changes in  V ar iab le  X: r  x > (r  y =
y l x 2 xl y l
causa l  p r i o r i t y  can no t  be a s s e r t e d .  In a d d i t io n  Pelz 
18and Andrews have no ted  t h a t  even i f  t h e re  i s  no o b se rv a ­
t io n  o f  r i t  i s  s t i l l
1 sPelz and Andrews, "D etec t ing  Causal P r i o r i t i e s  in  
Panel Study D ata ,"  p. 839.
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Time 2Time 1
V ariab le  X
V ariable Y
FIGURE 2.11 CROSS-LAGGED CORRELATIONAL ANALYSIS
p o s s ib le  to i n f e r  X causes Y a l though  the i n t e r v a l  between 
measurements may n o t  be the  t r u e  causal  i n t e r v a l .
2. Kenny C orrec ted  Cross-Lag C o r re la t io n
Technique
As in d ic a te d  above, the  s t a t i c  o r  synchronous c o r r e l a ­
t io n s  ( r  and r  ) should  be equal to one ano the r  o r  re -  
X1 1 x 2 2
19main s t a t i o n a r y .  Kenny has argued t h a t  the i n t e r p r e t a t i o n
o f  c ross  lagged c o r r e l a t i o n s  may be g r e a t ly  confounded by the
lack  o f  s t a t i o n a r i t y  ( r  f  r  ) in  the' causa l  p ro c ess .
xl y l  x 2y 2
S t a t i o n a r i t y  presumes th a t  the causa l  p rocesses  between
V ar iab les  X and Y are in  e q u i l ib r iu m  ( r  = r  ) and do
l y l  2/2
19 D. A. Kenny, "Cross-Lagged Panel C o r r e la t io n :  A Test
fo r  S p u r io usn ess ,"  Psycho log ica l  B u l l e t i n , Vol. 82 (1976), 
pp. 887-903.
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no t  change during  the  measurement i n t e r v a l .  Non-equali ty  
between the  synchronous c o r r e l a t i o n s  i n d i c a t e s  an u ns tab le  
causa l  equa t ion  from Time 1 to Time 2.
The f a c t  t h a t  the synchronous c o r r e l a t i o n s  were no t  
c o n s tan t  over time fo r  c e r t a i n  r e l a t i o n s h i p s  in  t h i s  s tudy 
in d ic a te s  t h a t  the causa l  p ro cesses  were n o t  p e r f e c t l y  s t a ­
t io n a ry .
Kenny sug ges ts  th a t  given the  lack  o f  p e r f e c t  s t a t i o n ­
a r i t y ,  one might assume q u a s i - s t a t i o n a r i t y  in  the causal  
p ro cess .  Q u a s i - s t a t i o n a r i t y  means th a t  the causal  c o e f f i ­
c ie n t s  o f  each v a r i a b le  change by a p ro p o r t io n a l  cons tan t  
and t h a t  each measured v a r ia b le  has i t s  own unique c o n s ta n t .
The im p l ic a t io n  o f  q u a s i - s t a t i o n a r i t y  i s  t h a t  the synchro­
nous c o r r e l a t i o n s  would be equal i f  they were c o r re c te d  fo r  
a t t e n u a t io n  due to  measurement e r r o r .
Given the assumption o f  q u a s i - s t a t i o n a r i t y , Kenny has 
provided  a procedure  f o r  e s t im a t in g  r e l i a b i l i t y  r a t i o s  th a t  
can be used to  c o r r e c t  the c ro s s - la g g e d  c o r r e l a t i o n s  fo r  
changes in  measurement r e l i a b i l i t y  over t ime. There must 
be a t  l e a s t  t h re e  v a r ia b le s  measured a t  both time per iods  
in  o rd e r  to  o b ta in  r e l i a b i l i t y  e s t im a te s  w ith  re s p e c t  to 
a common t h i r d  v a r i a b le  (Z ) . See Figure 2 .12.
In the th re e  v a r ia b le  ca ses ,  the  r e l i a b i l i t y  r a t i o s  (K)
fo r  the  measures o f  V ar iab les  X and Y w ith  re sp e c t  to a
20t h i r d  v a r ia b le  Z are  e s t im a ted  as fo l lows:
20 These f i r s t  four  equa t ions  were der ived  from J .  E.
Sheridan and J .  W. Slocum, "Causal In fe ren ces  in  M otiva t iona l
FIGURE 2.12 CORRELATIONS USED TO DETERMINE CORRECTED 
CROSS-LAGGED CORRELATIONS IN THREE VARIABLE CASES
2 x 2 y 2 X2 Z2 y l Zl  (1) Kx = — ^  X X
X1 7 1 X1 Z1 y 2 z 2
( 2 ) Ky2 = x J l f l  x J ! i ! l
V i  y i zi  X2 Z2
The c o r r e c te d  c ro ss - la g g e d  c o r r e l a t i o n s  (r)  are  as
fo l lo w s :
C3) V 2 ■ n i l  * v 2
r y 1 x 2 ~ X r X l x 2
Research: A R e i n t e r p r e ta t io n  o f  R esu l ts  from Panel S tu d ie s ,
Jou rna l  o f  Applied Psychology, Vol. 62 (1977), p .  511
For computational  convenience, equa t ions  (1) th r u  (4) 
21can be reduced to :
( S )
x l y 2
(6) $




r r  „ ’
^ 2  2 ’ xl zl
1 / 2  . r
y l  2 y l zl X2 Z2
xl y 2
1 / 2  . r
y l x 2
3. Dynamic C o r re la t io n  Technique
Although the c ro ss - la g g e d  c o r r e l a t i o n a l  technique  does 
provide in fo rm at ion  concerning the d i r e c t i o n  o f  c a u s a l i t y  
between two v a r i a b l e s ,  i t  does no t  provide  in fo rm at ion  on
the t h i r d  v a r i a b le  problem.
22Vroom has proposed a technique known as the dynamic 
c o r r e l a t i o n  method which he lps  overcome t h i s  weakness and 
complements the c ro s s - la g g e d  techn ique .  Like the  c r o s s ­
lagged approach, t h i s  method re q u i r e s  i d e n t i c a l  measures 
a t  two p o in t s  in  t im e .  I t  he lps  to ru le  out the p o s s i b i l i t y  
o f  a t h i r d  o r  a d d i t i o n a l  v a r ia b le s  caus ing  the v a r i a b le s  o f  
i n t e r e s t  (X and Y) to  covary. I t  does n o t ,  however, p r o ­
vide in fo rm ation  concerning the d i r e c t i o n  o f  c a u s a l i t y
21 Equations f iv e  and s i x  were reduced from the f i r s t  
four by A ssoc ia te  P ro fe s s o r  David W. Smith o f  the  Experimen­
t a l  S t a t i s t i c s  Department a t  Louis iana S ta te  U n iv e r s i ty .
22 V. H. Vroom, UA Comparison o f  S t a t i c  and Dynamic Cor­
r e l a t i o n  Methods in  the  Study o f  O rg a n iz a t io n s ,"  O rgan iza- 
t i o n a l  Behavior and Human Performance, Vol. 1 (1966J, pp. 
55-70.
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between v a r i a b l e s .  The dynamic and c ro s s - la g g e d  approaches 
are  thus supplemental in  n a tu r e ,  each being  s t ro n g  where the 
o th e r  i s  weak.
The dynamic c o r r e l a t i o n  can be f u r t h e r  exp la in ed  by r e ­
f e r r i n g  to Figure 2.13. The dynamic c o e f f i c i e n t  (r^)  i s  com­
puted  by c o r r e l a t i n g  the change in  V ar iab le  X from Time 1 
to  Time 2 (AX) w ith  the  change in  Y (AY) over the  co rrespond­
ing time i n t e r v a l . According to Vroom, the  s t r o n g e r  t h i s  
c o r r e l a t i o n  i s ,  the lower the p r o b a b i l i t y  t h a t  a t h i r d  v a r i ­
ab le  caused X and Y to covary.
V ariable X
V ariable Y
FIGURE 2.13 DYNAMIC CORRELATION 
COEFFICIENT
I f  the p a t t e r n  o f  dynamic c o r r e l a t i o n s  and c ro ss - la g g ed  
c o r r e l a t i o n s  both are s i m i l a r ly  s t ro n g ,  i t  i s  h e ld  to be 
u n l ik e ly  t h a t  a t h i r d  o r  a d d i t io n a l  v a r ia b le  caused the ob­
served  r e l a t i o n s h i p  between X and Y.
4. L im ita t ion s  o f  S t a t i s t i c a l  Techniques 
Although the c ro s s - la g g e d  and dynamic c o r r e l a t i o n






techniques to g e th e r  do provide a b e t t e r  b a s i s  fo r  making 
causa l  in fe re n c e s  than many p re v io u s ly  used tech n iqu es ,  
they a re  not  co nc lu s iv e  t e s t s  f o r  c a u s a l i t y .
C ross- lagged  a n a l y s i s ,  f o r  example, can no t  ru le  out
a l l  r i v a l  hyp o th eses .  When r  >r , no t  only might X
1 2  y l x 2
be causing  changes in  Y in  the congruent d i r e c t i o n  (X i n ­
c reases  Y ) , bu t  Y could  be causing  changes in  X in  the in -  
congruent d i r e c t i o n  (Y decreases  X). Dynamic c o r r e l a t i o n s  
using  raw scores  have a lso  been shown to  be r e l a t e d  to 
e r r o r s  o f  measurement and b ia s  from r e g re s s io n  e f f e c t s . ^
The bottom l i n e  then i s  t h a t  these  s t a t i s t i c a l  methods 
do no t  prove c a u s a l i t y  between two v a r i a b l e s .  They only 
can provide p a r t i a l  causa l  in fe re n c e s  reg a rd in g  causal  i n ­
f lu en ce .  These c a lc u la t i o n s  n o n e th e le s s ,  however, do p ro ­
vide a d d i t i o n a l  s a l i e n t  in fo rm ation  fo r  understand ing  b e ­
h av io r  in  o r g a n iz a t io n a l  s e t t i n g s .  As s t a t e d  by Feldman:
. . .  i t  appears  t h a t  no c o r r e l a t i o n a l  a n a ly s i s  
can ever  unambiguously demonstrate c a u s a l i t y .
The b e s t  one can do i s  to render  some a l t e r n a ­
t i v e s  more b e l i e v a b le  than o t h e r s . 24
The fo l low ing  ch a p te r  p re se n t s  the  f in d in g s  from the 
c ro s s - la g g e d  and dynamic techn iques  u t i l i z e d  in  the data  
a n a l y s i s .
23These l i m i t a t i o n s  were drawn from J .  Feldman, "Con- 
s i d e r a t i o n s  in  the Use o f  C a u s a l -C o r re la t io n a l  Techniques 
in  Applied Psychology , ' 1 pp. 663-670 .
24Feldman, "C ons idera t ions  in  the Use o f  C ausal- 
C o r r e la t io n a l  Techniques in  Applied Psychology," pp. 669.
I I I .  DATA ANALYSIS RESULTS
This c h a p te r  i s  devoted to  the p r e s e n ta t io n  o f  the  
da ta  a n a l y s i s .  The r e s u l t s  a re  p re se n ted  accord ing  to  the  
r e l a t i o n s h i p s  o f  the  v a r i a b le s  under i n v e s t i g a t i o n  ( i . e . ,  
p o s i t i v e  i n s t r u m e n t a l i t y  and ro le  p e r c e p t i o n s , s a t i s f a c t i o n ,  
and performance; p u n i t iv e  i n s t r u m e n t a l i t y  and ro le  p e r c e p ­
t i o n s ,  s a t i s f a c t i o n ,  and performance; and advancement i n ­
s t r u m e n t a l i t y  and ro le  p e r c e p t io n s ,  s a t i s f a c t i o n ,  and p e r ­
formance) . The f i r s t  major s e c t io n  o f  the  ch a p te r  focuses 
on the  genera l  format of  the pane ls  used to  p re s e n t  the 
d a ta .  This s e c t io n  i s  then followed by a p r e s e n t a t i o n  o f  
the f i n d i n g s .
A. Panel Format
The purpose o f  t h i s  s e c t io n  i s  to  c l a r i f y  and f a c i l i ­
t a t e  unders tand ing  o f  the upcoming s e c t io n  which r e p o r t s  
the  f in d in g s .  The main v eh ic le  o f  ex p lan a t io n  w i l l  be the 
pane ls  which are  used in  p re s e n t in g  r e s u l t s  o f  the  da ta  an­
a l y s i s .
As p o in te d  out in  Chapter I I ,  the  use o f  the two c r o s s - 
lagged procedures  and the dynamic c o r r e l a t i o n  technique  r e ­
q u i re s  i d e n t i c a l  measurements on the s u b je c t  v a r i a b le s  a t  
two p o in t s  in  t im e. Figure 3.1 p re se n t s  the Time 1 and
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Time 2 coding scheme fo r  the  v a r i a b le s  i n v e s t i g a t e d  in  t h i s  
s tudy .  Also inc lu ded  i s  the i d e n t i f i c a t i o n  system denoting 
the  change in  v a r i a b le s  from Time 1 to  Time 2 which i s  used 
in  computing the  dynamic c o r r e l a t i o n  c o e f f i c i e n t s .
B asic
Coding
Scheme V ariab le Time 1 Time 2
Change 
in  V ariable 
from Time 1 
to Time 2
PI
P erceived  C o n tin g en c ies: 
p o s i t iv e  in s tru m e n ta l ity PA1 PB1 DPI
P2 p u n itiv e  in s tru m e n ta l i ty PA2 PB2 DP2
P3 advancement in s tru m e n ta lity PA3 PB3 DP 3
RC
Role P e rcep tio n s : 
ro le  c o n f l ic t RAC RBC DRC
RA ro le  am biguity RAA RBA DRA
Ml
S a t is f a c t io n  Indexes: 
general a f f e c t iv e  tone MAI MB1 DM1
M4 personal p ro d u c tiv ity MA4 MB4 DM4
M5
in c e n tiv e  m o tiv a tio n a l 
s t a te MA5 MB5 DM5
PAY
genera l s a t i s f a c t io n  w ith 
pay PAYA PAYB DPAY
S2
personal competence o f  
su p e rv iso r SA2 SB2 DS2
J1 ta sk  a t t r a c t iv e n e s s JA1 JB1 DJ1
P2A
Performance Measures: 
case load PA2A PB2A DP 2 A
P2B production  r a te PA2B PB2B DP2B
P2C
c o n su lta tiv e  exam ination 
r a te PA2C PB2C DP2C
P2D su b s ta n tiv e  e r r o r  r a te PA2D PB2D DP2D
P2E te c h n ic a l e r r o r  r a te PA2E PB2E DP2E
P2F to ta l  rankings PA2F PB2F DP2F
P2G normed p o s it io n PA2G PB2G DP2G
FIGURE 3.1 TIME 1 AND TIME 2 VARIABLE 
IDENTIFICATION SCHEME
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The b a s ic  panel  format used to p re se n t  the r e s u l t s  o f  
the th re e  complementary s t a t i s t i c a l  techniques  u t i l i z e d  in  
t h i s  i n v e s t i g a t i o n  i s  p re se n te d  in  Figure 3 .2 .
The c o r r e l a t i o n s  p re se n te d  in  the top c ro ss - la g g ed  pane l  
in  Figure 3.2 r e p r e s e n t  the s i x  b a s ic  c o e f f i c i e n t s  t h a t  can 
be computed when l o g i t u d i n a l  da ta  are  a v a i l a b l e .  R e c a p i tu la ­
t i n g  from Chapter 2, these  s i x  c o r r e l a t i o n s  c o n s i s t  o f :  two
h o r i z o n ta l  or lagged  c o r r e l a t i o n s  ( r  and r  ) which are
1 2  7 1 7 2
e s s e n t i a l l y  t e s t - r e t e s t  r e l i a b i l i t i e s ;  and two concurren t  or
synchronous c o r r e l a t i o n s  ( r  and r  ) which when used
X1 7 1 27 2
in  co n ju n c t ion  w i th  the two c ro s s - la g g e d  c o e f f i c i e n t s  ( r
1 2
and r  ) can p rov ide  an in d i c a t i o n  o f  causal  r e l a t i o n s h i p s .  
y l  2
The middle pane l  in  Figure 3.2 prov ides  s t i l l  f u r t h e r
i n s i g h t  in to  p o s s ib l e  c a u s a l • r e l a t i o n s h i p s . I t  shows four
c o r r e l a t i o n s  ( r  _ , r  , r  , and r  ) which are  used
x l z l  71 Z1 2 2 7 2 2
to  compute the  two Kenny c o r re c te d  c r o s s - l a g  c o r r e l a t i o n s
(£ and £ ) . I f  v a r ia b le  x determines v a r ia b le  y
x17 2 71 2
r a th e r  than the r e v e r s e ,  the c o r r e c te d  c ro ss - lag g ed  c o r r e l a ­
t io n  £  should  exceed r  .
I 7 2 7 1 2
The lower pane l  in  Figure 3.2 shows the dynamic c o r ­
r e l a t i o n  c o e f f i c i e n t  (rd) which c o r r e l a t e s  changes in 
v a r ia b le  x from time 1 to  time 2 (DX) with  changes in  v a r i ­
able  y from time 1 to  time 2 (DY). When a high dynamic c o r ­
r e l a t i o n  i s  found between two v a r i a b l e s ,  the  p o s s i b i l i t y
DX
FIGURE 3.2 PANEL FORMAT FOR PRESENTATION OF CROSS­
LAGGED, CORRECTED CROSS-LAGGED, AND DYNAMIC 
CORRELATION COEFFICIENTS
t h a t  a t h i r d  o r  a d d i t i o n a l  v a r ia b le  caused the  two v a r i ­
ab les  to covary i s  reduced. Thus, these  th ree  c o r r e l a ­
t io n  techn iques  when used in  combination can allow f a i r l y  
s t ro n g  in fe re n c e s  about causa l  r e l a t i o n s h i p s  when the r e ­
s u l t s  o f  the  th r e e  ana lyses  ag ree .
Before going any f u r t h e r ,  however, a couple o f  a d d i ­
t i o n a l  o b se rv a t io n s  need to  be made. F i r s t ,  the  two ro le  
p e r c e p t io n  measure scores  are i n t e r p r e t e d  d i f f e r e n t l y .
High scores  fo r  ro le  c o n f l i c t  r e f l e c t  high ro le  c o n f l i c t  
and h igh  scores  fo r  ro le  ambiguity r e f l e c t  low ro le  am­
b i g u i ty  .
Second, i n t e r p r e t a t i o n  o f  s e v e ra l  o f  the  c ro s s - la g g e d  
c o r r e l a t i o n s  in vo lv in g  performance i s  made somewhat t r o u b l e ­
some because good performance i s  no t  always i n d i c a t e d  by 
high v a r i a b le  v a lu e s .  In f a c t ,  as shown in  Figure 3 .3 ,  fo r  
f iv e  o f  the  seven performance measures low values r e f l e c t  
good performance.
B asic Coding 
Scheme V ariable
Good Performance 
In d ica te d  By:
P2A case load low value
P2B production  r a te high value
P2C c o n su lta tiv e  exam ination r a te  low value
P2D su b s ta n tiv e  e r ro r  r a te low value
P2E te c h n ic a l  e r ro r  r a te low value
P2F t o ta l  rankings low value
P2G normed p o s it io n high  value
FIGURE 3.3  INTERPRETATION GUIDE FOR PERFORMANCE VALUES
T hird ,  some a d d i t i o n a l  c l a r i f i c a t i o n  in  reg ard  to  the 
t h i r d  v a r i a b le s  (Z) involved in  the computation o f  the 
Kenny c o r r e c te d  c ro s s - la g g e d  c o r r e l a t i o n s  appears in  o rd e r .  
As in d i c a t e d  in  Chapter 2, th e re  must be a t  l e a s t  th ree  
v a r ia b le s  measured a t  both time p e r io d s  in  o rder  to  o b ta in  
the c o r r e c te d  c r o s s - l a g s .  The th re e  v a r i a b le  case was 
chosen fo r  t h i s  re sea rch  l a r g e ly  because o f  v a r i a b le  a v a i l ­
a b i l i t y  and computational  e a se .  In a d d i t i o n ,  the  Kenny 
technique i s  o f  such recen t  o r ig in  t h a t  th e re  are  too few 
guides fo r  com fortably  doing o th e rw ise .
C losely  r e l a t e d  to  t h i s  was the problem o f  a c tu a l l y  
s e l e c t i n g  the  t h i r d  v a r i a b l e s .  The s i t u a t i o n  here i s  ana­
logous to the ta sk  o f  s e l e c t i n g  an a p p ro p r ia te  time lag  
fo r  l o n g i tu d i n a l  s tudy .  As was t r u e  f o r  time la g  cho ice ,  
th e re  appears to be no genera l  ru l e  concerning ap p ro p r ia te  
v a r ia b le  s e l e c t i o n .  R esea rche r ’s i n t u i t i o n  and convenience 
seem again to  serve  as major gu ides .
In t h i s  s tud y ,  fo r  the  pe rce iv ed  c o n t in g e n c ie s ,  two 
se p a ra te  t h i r d  v a r ia b le s  were chosen; one fo r  ro le  p e rcep ­
t i o n s ,  and ano th e r  fo r  the remaining v a r i a b le s  ( s a t i s f a c ­
t i o n  and p e r fo rm ance ) .
The t h i r d  v a r ia b le  s e l e c t e d  between the  th re e  p e r ­
ce ived  co n t ing enc ie s  (p o s i t iv e  i n s t r u m e n t a l i t y ,  p u n i t iv e  
i n s t r u m e n t a l i t y ,  and advancement in s t r u m e n ta l i ty )  and the 
two ro le  p e rc e p t io n s ,  ( ro le  c o n f l i c t  and ro le  ambiguity) 
was a s e l f - r e p o r t  measure o f  o v e r a l l  performance (SE10) 
which was a l s o  ob ta ined  in  both  time p e r io ds  1 (SEA 10)
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and 2 (SEB 10) ,  bu t  which has n o t  p re v io u s ly  been d iscu ssed  
in  t h i s  s tudy .  Figure 3.4 i l l u s t r a t e s  the  q u e s t io n n a i r e  
format used f o r  SE 10. P a r t i a l  support  f o r  u s ing  SE 10 as 
a t h i r d  v a r i a b le  i s  s u p p l ie d  by Sheridan and Slocum^ who 
used p ee r  and s e l f - r e p o r t e d  r a t i n g s  o f  job performance to  
compute Kenny c o r r e c t e d  c ro s s - la g g e d  c o r r e l a t i o n s  fo r  a p r e ­
vious m o t iv a t io n a l  s tudy by Lawler and S u t t l e .
<D 0)




Rate your o v e ra ll  perform ance. 1 2  3 4 5 6 7
FIGURE 3.4 SE 10 QUESTIONNAIRE FORMAT
The t h i r d  v a r ia b le  chosen between the th re e  p e rce iv ed
con t in genc ies  and the  s i x  s a t i s f a c t i o n  measures and the  seven
performance measures was ro le  c o n f l i c t .  Role c o n f l i c t  was
s e l e c te d  p r im a r i ly  because o f  the  p a r t i c u l a r  ro le  s e t  dimen-
2
t io n s  faced  by the s u b j e c t s .  The s u b je c t  d i s a b i l i t y
J .  E. Sheridan and J .  W. Slocum "Causal In fe ren ces  in  
M otiva t iona l  Research: A R e in t e r p r e ta t io n  o f  R esu l ts  from
Panel S tu d ie s , "  Jo u rn a l  o f  Applied Psychology, Vol. 62 (1977), 
p .  511.
2
For a d isc u ss io n  o f  ro l e  s e t  dimensions s ee ,  R. H. M iles ,  
"Role-Set C onf igu ra t ion  as a P r e d ic to r  o f  Role C o n f l i c t  and 
Ambiguity in  Complex O rg a n iz a t io n s ,"  Sociom etry , Vol. 40 
(1977), pp. 21-34.
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examiners were engaged in  many w o rk - r e l a t e d  c o n ta c t s  ac ross  
both  departmenta l  and o rg a n iz a t io n a l  b o u n d ar ie s .  For ex ­
ample, n o t  only d id  each examiner have to  deal  w ith  h i s  or 
h e r  own immediate s u p e rv i s o r ,  but each a lso  d e a l t  w ith :  
q u a l i t y  assurance  examiners who m inute ly  monitored case de­
velopments and d i s p o s i t i o n s ;  u n i t  p h y s ic ia n s  who recommended 
courses  o f  a c t io n ;  u n i t  s u p e rv i s o r s ;  s t a t e  o f f i c e  q u a l i t y  
assurance  peop le ;  s t a t e  o f f i c e  s u p e rv i s o r s ;  s o c i a l  s e c u r i t y  
d i s t r i c t  o f f i c e  employees; the  Balt imore Bureau o f  D i s a b i l ­
i t y  Insurance ;  va r ious  e x te r n a l  p h y s ic ia n s  and h o s p i t a l s  
which p rov ided  medical ca re  to  the c la im an t ;  s p e c ia l  i n t e r ­
e s t  people such as p o l i t i c i a n s  who sought e x t r a  c o n s id e r a ­
t i o n  fo r  p a r t i c u l a r  c la im an ts ;  and the  c la im an ts  themselves.  
The examiners were thus su b je c t  to many p o t e n t i a l  c o n f l i c t ­
ing ro le  p re s s u re s  coming from o th e r  i n d i v i d u a l s ,  u n i t s ,  
and o r g a n iz a t io n s ,  each having i t s  own g o a l s ,  o b j e c t i v e s ,  
and norms --  some a n t i t h e t i c a l  to  those  o f  the  exam iner 's  
foca l  s u b -u n i t .
B. P r e s e n ta t io n  o f  F indings
In o rd e r  to  p r e s e n t  the  f in d in g s  in  a comprehensive 
manner, s e p a ra te  c ro s s - la g g e d  p a n e ls ,  c o r r e c te d  c r o s s - l a g s ,  
and dynamic c o e f f i c i e n t s  fo r  a l l  p o s s ib le  r e l a t i o n s h i p s  b e ­
tween the  v a r ia b le s  under i n v e s t i g a t io n  w i l l  be p re se n te d .  
The r e s u l t s  o f  the s t a t i s t i c a l  a n a ly s i s  w i l l  be p re se n te d  
and d iscu ssed  in  the  fo llowing  o rd e r :  ( 1 ) r e l a t i o n s h i p s  b e ­
tween p o s i t i v e  i n s t r u m e n t a l i t y  and the  two measures o f  ro le
p e rc e p t io n ,  the s i x  s a t i s f a c t i o n  indexes ,  and the  seven 
performance measures (F igure  3 .6 ) ;  (2) r e l a t i o n s h i p s  b e ­
tween p u n i t iv e  ins  t r u m e n t a l i t y  and the  two measures o f  ro le  
p e r c e p t io n ,  the s i x  s a t i s f a c t i o n  ind ex es ,  and the  seven 
performance measures (F igure  3 .7 ) ;  and (3) r e l a t i o n s h i p s
between advancement i n s t r u m e n t a l i t y  and the two measures
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o f  ro le  p e rc e p t io n ,  the  s i x  s a t i s f a c t i o n  ind ex es ,  and the 
seven performance measures (F igure 3 .8 ) .  Before a t tem pting  
to i n f e r  p o s s ib le  c a u s a l i t y  p a t t e r n s  between the su b je c t  
v a r i a b l e s ,  an a n a ly s i s  w i l l  f i r s t  be made o f  the  t e s t -  
r e t e s t  r e l i a b i l i t y  o f  each v a r i a b le  s ince  low c o r r e l a t i o n s  
between v a r ia b le s  can r e s u l t  from e i t h e r  o r  bo th  being un­
r e l i a b l e .  This d i s c u s s io n  w i l l  be followed by an examina­
t io n  o f  the co n c u r ren t  o r  synchronous s t a t i c  r e l a t i o n s h i p s  
between the  v a r ia b le  p a i r s .  Next, the  c ro s s - la g g e d  and 
c o r r e c te d  c ro s s - la g g e d  p r e d i c t i v e  c o r r e l a t i o n s  d ea l in g  with 
causa l  p r i o r i t y  w i l l  be examined. F i n a l ly ,  dynamic c o r ­
r e l a t i o n s  between the  v a r i a b le  p a i r s  under i n v e s t i g a t io n  
w i l l  be d iscu ssed .  The focus o f  the  p r e s e n t a t io n  o f  the 
re sea rch  f in d in gs  w i l l  be on data  which he lps  re v ea l  any 
causa l  r e l a t i o n s h i p s  between the v a r i a b le s  under i n v e s t i g a ­
t i o n .
Before examining p o s s ib l e  causa l  r e l a t i o n s h i p s ,  how­
ev e r ,  a r e p o r t  o f  the  mean p e rce iv ed  contingency sc o re s ,  
ro l e  p e rcep t io n  measures,  s a t i s f a c t i o n  ind ex es ,  and p e r ­
formance measures i s  p r e s e n te d  in  Figure 3 .5 .  In the t a b l e ,  
the  raw scores  and s ta n d a rd  d e v ia t io n s  f o r  a l l  the v a r ia b le s
Basic Time 1 Time 2
Coding
Scheme Mean Std.Dev. Mean Std.Dev.
Perceived Contingencies:
PI Positive instrumentality 3.995 .697 3.923 .691
P2 Punitive instrumentality 3.759 .778 3.623 .756
P3 advancement instrumentality 3.1.07 1.132 2.893' 1.107
Role Perceptions:
RC role conflict 4.172 1.081 4.064 1.126
RA role ambiguity 5.223 .876 5.138 .827
Satisfaction Indexes:
Ml general affective tone 4.193 1.098 4.288 1.275
M4 personal productivity 5.818 .909 5.761 .876
incentive motivational
M5 state 5.578 .651 5.510 .713
general satisfaction with
PAY pay 4.269 1.008 4.302 .787
personal competence of
S2 supervisor 4.537 1.117 4.569 1.088
J1 task attractiveness 4.683 .967 4.638 1.081
Performance Measures:
P2A case load 84.491 23.529 76.774 23.376
P2B production rate 90.240 9.339 104.838 9.553
consultative examination
P2C rate 26.492 11.028 24.081 11.416
P2D substantive error rate 26.768 16.392 28.698 20.332
P2E technical error rate 21.911 14.876 17.845 9.091
P2F to ta l  rankings 39.528 14.810 31.076 9.681
P2G normed position .449 .290 .475 .286
FIGURE 3.5 COMPARISON OF TIME PERIODS L AND 2’s
MEAN AND STANDARD DEVIATION SCORES
are r e p o r te d  fo r  bo th  time p e r io d  one and time p e r io d  two.
The f ig u re  i n d i c a t e s  t h a t  the mean score  o f  the  p e rc e iv e d  con­
t ingency  items and the ro le  p e rcep t io n  measures d ec l in ed  in  
time p e r io d  two r e l a t i v e  to time p e r io d  one. No c l e a r  p a t t e r n  
emerged, however, fo r  the  s a t i s f a c t i o n  indexes and performance 
m easures . Appendix B con ta ins  a d d i t io n a l  in fo rm ation
concerning the  raw data  in c lu d in g  the  sums and the  minimum 
and maximum values  fo r  each o f  the v a r i a b l e s .
1. R e la t io n sh ip s  Between P o s i t i v e  In s t r u m e n ta l i t y  
and Role P e rc e p t io n s ,  S a t i s f a c t i o n ,  
and Performance
Figure 3.6 d e p ic t s  the r e l a t i o n s h i p  between p o s i t i v e  
in s t r u m e n ta l i ty  (PA1 in  Time 1 and PB1 in  Time 2) and sub­
o rd in a te  ro le  p e r c e p t io n s ,  s a t i s f a c t i o n ,  and performance.\
The f i r s t  page o f  Figure 3.6 shows the  r e l a t i o n s h i p s  o f  posi  
t i v e  i n s t r u m e n t a l i t y  w ith  the two ro le  p e r c e p t io n s .  The 
second, t h i r d  and fo u r th  page o f  the f ig u re  i l l u s t r a t e  the 
r e l a t i o n s h i p s  between p o s i t i v e  i n s t r u m e n t a l i t y  and the s ix  
s a t i s f a c t i o n  indexes .  The f i f t h ,  s i x t h ,  sev en th ,  and e ig h th  
pages o f  the f ig u re  p re se n t  the r e l a t i o n s h i p s  between p o s i ­
t iv e  i n s t r u m e n t a l i t y  and the seven performance measures.
a) P o s i t iv e  In s t r u m e n ta l i t y  and 
Role Percep t ions
As p re v io u s ly  mentioned the  f i r s t  page o f  Figure 3.6 
d ep ic ts  the  r e l a t i o n s h i p s  between p o s i t i v e  i n s t r u m e n ta l i ty  
and the two ro le  p e r c e p t io n s .  The co n s is ten cy  o f  the  p o s i ­
t i v e  in s t r u m e n ta l i ty  v a r ia b le  and the two ro l e  p e rc e p t io n  
measures i s  q u i t e  app a ren t .  The h o r i z o n t a l  or r e l i a b i l i t y  
c o r r e l a t i o n  c o e f f i c i e n t s  are  a l l  s i g n i f i c a n t  a t  the . 0 0 0 1  
l e v e l .  Thus, the em p ir ica l  evidence h ig h ly  supports  the  
s t a b i l i t y  o f  the p o s i t i v e  i n s t r u m e n ta l i ty  dimension and the 
ro le  p e rcep t io n  measures from time p e r io d  1 to  time p e r io d  2
Since both p o s i t i v e  i n s t r u m e n ta l i ty  and the two ro le
FIGURE 3.6
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s ig n ifica n ce  and the other numerical values are cor­
r e la tio n  c o e f f ic ie n ts .
p e rcep t io n s  were measures a t  two p o in ts  in  t im e ,  fo u r  con­
c u r re n t  o r  synchronous c o r r e l a t i o n s  can be ana lyzed .  Of 
th e s e ,  two are  n e g a t iv e ,  two are  p o s i t i v e ,  and a l l  a re  s i g ­
n i f i c a n t  n ea r  o r  b e t t e r  than  the  .001 l e v e l .  These c o r r e ­
l a t i o n s  i n d i c a t e  t h a t  the s t a t i c  r e l a t i o n s h i p  between p o s i ­
t i v e  i n s t r u m e n t a l i t y  and ro le  c o n f l i c t  i s  n eg a t iv e  and t h a t  
the s t a t i c  r e l a t i o n s h i p  between p o s i t i v e  i n s t r u m e n t a l i t y  and 
ro le  ambiguity i s  p o s i t i v e .
Also i l l u s t r a t e d  in  the  f ig u re  are the  p r e d i c t i v e  c ross  
lagged and c o r r e c te d  c ro s s - la g g e d  r e l a t i o n s h i p s  between p o s i  
t i v e  i n s t r u m e n t a l i t y  and the  two ro le  p e r c e p t io n s .  The p a t ­
te rn s  o f  these  p r e d i c t i v e  c o r r e l a t i o n s  fo r  p o s i t i v e  i n s t r u ­
m e n ta l i ty  and r o l e  c o n f l i c t  tend to in d i c a t e  r e c ip r o c a l  
c a u s a l i t y .  Both u n co r rec ted  c ro ss - la g g e d  c o r r e l a t i o n s  are  
s i g n i f i c a n t  (p — . 0 1 ) and the  d i f f e re n c e  between the  c o r ­
r e c te d  c ro s s - la g g e d  c o r r e l a t i o n s  does not  appear to be o f  
a magnitude s u b s t a n t i a l  enough to ru le  out the  p o s s i b i l i t y  
o f  r e c ip r o c a l  c a u s a t io n .  The n ega t ive  s ign  in  f r o n t  o f  the  
two c o r r e c te d  p r e d i c t i v e  c o r r e l a t i o n s  (RAC-PB1 and PA1-RBC) 
can be i n t e r p r e t e d  as supp o r t ing  the p ro p o s i t io n  t h a t  em­
ployee p e rc e p t io n s  o f  h igh  ro le  c o n f l i c t  lead  to reduced 
p o s i t i v e  i n s t r u m e n t a l i t y  and h igh  p o s i t i v e  i n s t r u m e n t a l i t y  
leads  to reduced ro le  c o n f l i c t .  In a d d i t io n  the  dynamic 
c o r r e l a t i o n  i s  s i g n i f i c a n t  (p = .05) and appears  s t ro n g  
enough to  ru le  out  any la rg e  p o s s i b i l i t y  o f  a d d i t i o n a l  
v a r ia b le s  c o n t r ib u t in g  to  the covariance between ro l e  con­
f l i c t  and p o s i t i v e  i n s t r u m e n t a l i t y .
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The p a t t e r n s  of  the  p r e d i c t i v e  c o r r e l a t i o n s  fo r  p o s i ­
t iv e  i n s t r u m e n ta l i ty  and ro le  ambiguity tend  to  support  the 
Mro le  ambiguity - -  causes - -  p o s i t i v e  i n s t r u m e n t a l i t y  hy­
p o t h e s i s . "  Here, i t  should be remembered t h a t  un l ike  ro le  
c o n f l i c t  where h igh scores  i n d i c a t e  h igh  ro le  c o n f l i c t ,  fo r  
ro le  ambiguity high scores  r e f l e c t  low ro le  ambiguity.
Since the c o r r e c te d  c ro s s - la g g e d  c o r r e l a t i o n  RAA-PB1 i s  p o s i ­
t i v e  and i s  s u b s t a n t i a l l y  l a r g e r  than  p r e d ic t i v e  c o r r e l a t i o n
\
PA1-RBA, the im p l ic a t io n  i s  t h a t  low ro le  ambiguity leads  
to high p o s i t i v e - i n s t r u m e n t a l i t y . Or, in  o th e r  words, high 
l e v e l s  o f  ro le  ambiguity lead  to low p o s i t i v e  in s t r u m e n ta l ­
i t y .  However, the dynamic c o r r e l a t i o n  c o e f f i c i e n t  between 
ro le  ambiguity and p o s i t i v e  i n s t r u m e n t a l i t y  only begins  to 
approach customary l e v e l s  o f  s i g n i f i c a n c e  (p = .089) and the 
p o s s i b i l i t y  o f  o th e r  causa l  v a r i a b le s  can n o t  be ru le d  o u t .
b) P o s i t iv e  In s t r u m e n ta l i t y  and S a t i s f a c t i o n
The p o s s ib le  r e l a t i o n s h i p s  between p o s i t i v e  ins trum en­
t a l i t y  and the s i x  s a t i s f a c t i o n  measures are  shown'in the  
second, t h i r d ,  and fo u r th  pages o f  Figure 3 .6 .  As noted  in 
the  p rev ious  s e c t i o n ,  the t e s t - r e t e s t  r e l i a b i l i t y  o f  p o s i ­
t iv e  i n s t r u m e n ta l i ty  i s  s i g n i f i c a n t  a t  the .0001 l e v e l .  The 
c o r r e l a t i o n s  between f iv e  o f  the  s i x  s a t i s f a c t i o n  measures 
a t  Time 1 and a t  Time 2 i s  a lso  s i g n i f i c a n t  a t  the  .0001 
l e v e l .  The t e s t - r e t e s t  c o r r e l a t i o n  fo r  p e r so n a l  p r o d u c t iv ­
i t y  (M4) i s  s i g n i f i c a n t  a t  the .000 3 l e v e l .  Thus, the em­
p i r i c a l  evidence h ig h ly  supports  the  s t a b i l i t y  o f  a l l  the
s u b je c t  v a r i a b le s  from time p e r io d  1 to  time p e r io d  2 .
The twelve p o s s ib le  synchronous or concurren t  c o r r e ­
l a t i o n s  between p o s i t i v e  i n s t r u m e n ta l i ty  and s a t i s f a c t i o n  
in d ic a t e  a s t ro n g  p o s i t i v e  s t a t i c  r e l a t i o n s h i p  between the  
v a r i a b l e s .  A l l  o f  the  twelve c o e f f i c i e n t s  are p o s i t i v e .  
Seven are  s i g n i f i c a n t  a t  the .007 l e v e l  or b e t t e r ;  one (PB1- 
MB5) i s  s i g n i f i c a n t  a t  the .01 l e v e l ;  and one (PB1-PAYB) 
approaches s i g n i f i c a n c e  a t  p = .097. Only th ree  concurren t  
c o r r e l a t i o n s  are  no t  s i g n i f i c a n t  and two o f  th ese  involve 
p e rson a l  p r o d u c t i v i t y  (M4). C o r re la t io n  PA1-MA5 i s  the 
t h i r d  n o n - s i g n i f i c a n t  concurren t  c o r r e l a t i o n .
The p r e d i c t i v e  c ro ss - la g g ed  and c o r re c te d  c ro s s - la g g e d  
c o r r e l a t i o n  c o e f f i c i e n t  p a t t e r n s  fo r  p o s i t i v e  i n s t r u m e n ta l ­
i t y  and s a t i s f a c t i o n  appear to  i n d ic a te  an o v e r a l l  p a t t e r n  
o f  p o s i t i v e  r e c ip r o c a l  c a u s a l i t y .  P o s i t iv e  i n s t r u m e n t a l i t y  
appears to  have causa l  p r i o r i t y  over in c e n t iv e  m o t iv a t io n a l  
s t a t e  (M5) and p e rso n a l  competence o f  su p e rv iso r  (S 2 ) . On 
the o th e r  hand, genera l  s a t i s f a c t i o n  with  pay (PAY) seems 
to have causa l  p r i o r i t y  over p o s i t i v e  i n s t r u m e n ta l i ty .
Since the  c ro ss - la g g e d  c o r r e l a t i o n s  between genera l  a f f e c t ­
ive tone (Ml) and ta sk  a t t r a c t i v e n e s s  ( J l )  and p o s i t i v e  i n ­
s t r u m e n ta l i t y  are  a l l  s i g n i f i c a n t  (P — .005) and s in c e  the 
magnitudes o f  the  c o r re c te d  p r e d i c t i v e  c o r r e l a t i o n s  are so 
c lose  th e re  seems to be an i n d i c a t i o n  o f  dual c a u s a l i t y  b e ­
tween these  v a r i a b l e s .  The only p r e d ic t i v e  r e l a t i o n s h i p  
between p o s i t i v e  i n s t r u m e n ta l i ty  and s a t i s f a c t i o n  which did  
no t  f i t  the p o s i t i v e  r e c ip ro c a l  c a u s a l i t y  o v e r a l l  p a t t e r n
152
was the r e l a t i o n s h i p  between p e rso n a l  p r o d u c t i v i t y  (M4) and 
p o s i t i v e  i n s t r u m e n t a l i t y .  Here th e re  appears to  be a nega­
t iv e  r e l a t i o n s h i p ,  w ith  p e r so n a l  p r o d u c t i v i t y  tak ing  causa l  
p r i o r i t y  over p o s i t i v e  i n s t r u m e n t a l i t y .  This p a r t i c u l a r  
causa l  in fe r e n c e ,  however, i s  somewhat nega ted  by the mixed 
s igns  o f  the p r e d i c t i v e  c o r r e l a t i o n s ,  the f a c t  t h a t  none of 
the concurrent  o r  p r e d i c t i v e  c o r r e l a t i o n s  even approach s i g ­
n i f i c a n c e ,  and by the  low and n o n - s i g n i f i c a n t  dynamic c o r r e ­
l a t i o n  .
Four o f  the  f iv e  o th e r  dynamic c o r r e l a t i o n  c o e f f i c i e n t s  
are s i g n i f i c a n t  a t  the  .05 l e v e l  o r  b e t t e r  and the  remaining 
dynamic c o r r e l a t i o n  ( J l )  approaches s ig n i f i c a n c e  w ith  ( .0 7 7 ) .  
The o v e r a l l  s t r e n g t h  o f  th ese  tend  to  ru le  out  any la rge  
p o s s i b i l i t y  o f  a d d i t i o n a l  v a r ia b le s  c o n t r i b u t in g  to the co- 
var iances  between p o s i t i v e  i n s t r u m e n ta l i ty  and s a t i s f a c t i o n  
and lend a d d i t i o n a l  support  to the o v e r a l l  p a t t e r n  o f  p o s i ­
t i v e  r e c ip ro c a l  c a u s a l i t y  between p o s i t i v e  i n s t r u m e n ta l i ty  
and s a t i s f a c t i o n .
c) P o s i t i v e  I n s t ru m e n ta l i ty  and Performance
The f i f t h  through e ig h th  pages o f  Figure 3.6 i l l u s t r a t e  
the  r e l a t i o n s h i p s  between p o s i t i v e  i n s t r u m e n t a l i t y  and the 
seven measures o f  performance. The t e s t - r e t e s t  r e l i a b i l i t y  
o f  p o s i t i v e  i n s t r u m e n t a l i t y  has been p re v io u s ly  d iscussed  
and there  appears to  be a h igh  l e v e l  o f  s t a b i l i t y  fo r  s ix  
o f  the  seven performance v a r ia b le s  from time p e r io d  1 to 
time pe r io d  2. Five are  s i g n i f i c a n t  a t  the .0001 l e v e l  and
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one (P2D) i s  s i g n i f i c a n t  a t  p = .00 7. Only p rod uc t ion  r a t e  
(P2B) i s  n o t  s i g n i f i c a n t .
The fo u r te en  p o s s ib le  concurren t  c o r r e l a t i o n s  between 
p o s i t i v e  i n s t r u m e n t a l i t y  and performance o f f e r  l i t t l e  e v i ­
dence o f  a c l e a r  s t a t i c  r e l a t i o n s h i p  between the  v a r i a b l e s .
Only one synchronous c o r r e l a t i o n  (PAY-PA2A) i s  s i g n i f i c a n t  
(p < .05) . For two o f  the  performance indexes (P2A and P2C) 
both  o f  the  concurren t  c o r r e l a t i o n s  are n e g a t iv e .  However, 
each o f  the  f iv e  remaining performance v a r ia b le s  has one 
p o s i t i v e  and one n eg a t iv e  synchronous c o r r e l a t i o n .
The p a t t e r n  o f  p r e d i c t i v e  c ro ss - la g g ed  and c o r r e c t e d  
c ro s s - la g g e d  c o r r e l a t i o n  c o e f f i c i e n t s  fo r  ana lyses  o f  ca u sa l  
r e l a t i o n s h i p s  between p o s i t i v e  i n s t r u m e n ta l i ty  and p e r f o r ­
mance i s  f a r  from being c r y s t a l  c l e a r ,  but  the o v e r a l l  im­
p re s s io n  seems to  i n d i c a t e  t h a t  high performance in  time 
p e r io d  1 i s  l i k e l y  to lead  to  high p o s i t i v e  i n s t r u m e n t a l i t y  
in  time p e r io d  2. Here i t  i s  im portan t  to remember (as was 
p o in te d  out in  Figure 3.3) t h a t  fo r  f iv e  o f  the  seven p e r ­
formance measures, good performance i s  i n d ic a te d  by low 
v a lu e s .  The performance measure o f  c o n s u l ta t iv e  examination 
r a t e  (P2C) , fo r  example, appears to have causal  p r i o r i t y  
over and to  be n e g a t iv e ly  r e l a t e d  to p o s i t i v e  i n s t r u m e n ta l ­
i t y .  Since a low value fo r  t h i s  performance measure r e ­
f l e c t s  h igh performance, the p r e d i c t i v e  r e l a t i o n s h i p  can be 
i n t e r p r e t e d  as i n d i c a t i n g  th a t  high performance lead s  to 
in c re a s e d  p o s i t i v e  i n s t r u m e n t a l i t y .  For p ro duc t ion  r a t e  
(P2B) and normed p o s i t i o n  (P2G) high values r e f l e c t  good
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performance, and the  p r e d i c t i v e  r e l a t i o n s h i p s  here support  
the high performance causes in c re a se d  p o s i t i v e  ins trum en­
t a l i t y  ca se .  The causal, r e l a t i o n s h i p s  between p o s i t i v e  i n ­
s t r u m e n ta l i t y  and the  fou r  remaining performance measures, 
however, p re se n t  d i f f e r i n g  views. There i s  some i n d i c a t i o n  
th a t  the case load  (P2A) performance measure a lso  goes along 
w ith  the "high performance leads  to high p o s i t i v e  ins trum en­
t a l i t y "  h y p o th es is .  Both the u n co r rec ted  and c o r re c te d  p r e ­
d i c t i v e  c o r r e l a t i o n s  PA2A-PB1 are  l a r g e r  than PA1-PB2A and 
the  u nco rrec ted  c o r r e l a t i o n  PA2A-PB1 approaches s ig n i f i c a n c e  
(p = .0 6 ) .  However the  d i f f e r e n c e  between the c o r r e c te d  
c ro ss - la g g e d  c o r r e l a t i o n s  does not  appear to  be o f  a magni­
tude s u b s t a n t i a l  enough to ru le  out the p o s s i b i l i t y  o f  r e ­
c ip ro c a l  c a u s a t io n .  For t e c h n i c a l  e r r o r  r a t e  (P2E) the 
c ro ss - la g g ed  c o r r e l a t i o n s  are  extremely f a r  from being s i g n i ­
f i c a n t  and the  magnitudes o f  the  c ro s s - la g g e d  and c o r re c te d  
c ro ss - la g g e d  c o r r e l a t i o n s  are  so low th a t  i t  makes i t  im­
p o s s ib le  to  a ssess  ca u sa l  p r i o r i t y  among the v a r i a b le s .  
P o s i t i v e  i n s t r u m e n ta l i ty  seems to have causal  p r i o r i t y  over 
t o t a l  ranking (P2F) and su b s ta n t iv e  e r r o r  r a t e  (P2D). -Of 
th e s e ,  the p o s i t i v e  i n s t r u m e n t a l i t y - s u b s t a n t i v e  e r r o r  r a t e  
r e l a t i o n s h i p  (PA1-PB2D) appears  s t ro n g e r  because o f  i t s  
g r e a t e r  u n co rrec ted  and c o r r e c te d  magnitudes and i t s  n e a r ly  
s i g n i f i c a n t  (.071) u n co r rec ted  c r o s s - l a g  (PA1-PB2D).
All  o f  the  p r e d i c t i v e  in fe re n c e s  between p o s i t i v e  i n ­
s t ru m e n ta l i ty  and performance must be tempered by the f a c t  
t h a t  only one c ro ss - la g g e d  c o r r e l a t i o n  c o e f f i c i e n t  i s
s i g n i f i c a n t  (PA2C-PB1). A lso ,  none o f  the  seven dynamic c o r ­
r e l a t i o n s  reached s i g n i f i c a n c e .  The p o s s i b i l i t y  o f  t h i r d  
cau sa l  v a r i a b le s  a f f e c t i n g  the r e l a t i o n s h i p s  in  q u es t ion  
cannot be ru le d  o u t .
d) Summary o f  P o s i t i v e  In s t r u m e n ta l i t y  
Causal R e la t io n sh ip s
Tn summary, the  e m p ir ica l  evidence on the  r e l a t i o n s h i p s  
between p o s i t i v e  i n s t r u m e n t a l i t y  and ro le  p e r c e p t io n s ,  s a t i s ­
f a c t io n ,  and performance in  t h i s  s tudy in d i c a t e s  the fo l lo w ­
ing:  p o s i t i v e  i n s t r u m e n t a l i t y  and ro le  c o n f l i c t  i n t e r a c t  in
a p a t t e r n  o f  n eg a t ive  r e c ip r o c a l  c a u s a l i t y ,  and high l e v e l s  
o f  r o l e  ambiguity appear to le a d  to low p o s i t i v e  ins trum en­
t a l i t y ;  p o s i t i v e  i n s t r u m e n ta l i ty  and s a t i s f a c t i o n  appear to 
i n t e r a c t  in  an o v e r a l l  p a t t e r n  o f  p o s i t i v e  r e c ip r o c a l  c a u s a l ­
i t y ;  and while no t  as s t r o n g ly  suppor ted ,  the most l i k e l y  
causa l  r e l a t i o n s h i p  between p o s i t i v e  i n s t r u m e n t a l i t y  and p e r ­
formance appears to  be t h a t  h igh performance leads  to i n ­
c reased  p o s i t i v e  i n s t r u m e n t a l i t y .
2. R e l a t i o n s h ip s •Between P u n i t iv e  I n s t ru m e n ta l i ty  
and Role P e rc e p t io n s ,  S a t i s f a c t i o n  
and Performance
Figure 3.7 d ep ic ts  the  r e l a t i o n s h i p  between p u n i t iv e  i n ­
s t r u m e n ta l i t y  (PA2 in  time p e r io d  1 and PB2 in  time p e r io d  
2 ) and subord ina te  ro le  p e r c e p t io n s ,  s a t i s f a c t i o n ,  and p e r ­
formance. The f i r s t  page o f  Figure 3.7 shows the r e l a t i o n ­
sh ips  o f  p u n i t iv e  i n s t r u m e n ta l i ty  w ith  ro le  c o n f l i c t  and
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ro le  ambiguity.  The second th r u  fo u r th  pages o f  the  f ig u re  
i l l u s t r a t e  the  r e l a t i o n s h i p s  between p u n i t iv e  in s t r u m e n ta l ­
i t y  and the  s ix  s a t i s f a c t i o n  measures. Then, the  f i f t h  th ru  
e ig h th  pages p r e s e n t  the r e l a t i o n s h i p s  between p u n i t iv e  i n ­
s t r u m e n t a l i t y  and the  seven indexes o f  performance.
a) P un i t iv e  I n s t r u m e n ta l i ty .a n d  
Role Percep t ions
The f i r s t  page o f  Figure 3.7 i l l u s t r a t e s  the r e l a t i o n ­
sh ips  between p u n i t iv e  i n s t r u m e n ta l i ty  and ro le  c o n f l i c t  and 
ro le  ambiguity .  The t e s t - r e t e s t  r e l i a b i l i t i e s  o f  a l l  th ree  
v a r i a b le s  are  s i g n i f i c a n t  a t  the .0001 l e v e l .  Thus, the em­
p i r i c a l  evidence h ig h ly  supports  the s t a b i l i t y  o f  the  sub­
j e c t  v a r i a b le s  from time p e r io d  1 to  time p e r io d  2 .
Of the  four  p o s s ib le  synchronous o r  con cu rren t  c o r r e l a ­
t i o n s ,  the two fo r  ro le  c o n f l i c t  are n e g a t iv e ,  and the  two 
fo r  ro le  ambiguity are p o s i t i v e .  Also, only the time 2 con­
c u r r e n t  c o r r e l a t i o n s  (PB2-RBC and PB2-RBA) are  s i g n i f i c a n t .  
Some f a i r l y  s t ro n g  evidence i s  thus o f f e r e d  fo r  a n eg a t ive  
s t a t i c  r e l a t i o n s h i p  between p u n i t iv e  i n s t r u m e n t a l i t y  and ro le  
c o n f l i c t  and a p o s i t i v e  s t a t i c  r e l a t i o n s h i p  between p u n i t iv e  
i n s t r u m e n t a l i t y  and ro le  ambiguity.
The p r e d i c t i v e  c ro ss - la g g ed  and c o r re c te d  c ro ss - la g g e d  
c o r r e l a t i o n s  seem to i n d ic a te  t h a t  ro le  p e rc e p t io n s  have 
causa l  p r i o r i t y  over p u n i t iv e  i n s t r u m e n ta l i ty .  Both high 
ro le  c o n f l i c t  and high ro le  ambiguity appear to  le a d  to r e ­
duced employee p e rc e p t io n  o f  p u n i t iv e  i n s t r u m e n t a l i t y .  Here 
aga in ,  i t  must be remembered t h a t  high values fo r  ro le
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ambiguity (u n l ike  ro le  c o n f l i c t )  r e f l e c t  low ro le  ambiguity.
N e i th e r  o f  the  two dynamic c o r r e l a t i o n  c o e f f i c i e n t s  
are s i g n i f i c a n t .  The p o s s i b i l i t y  o f  t h i r d  c a u s a l ' v a r ia b le s  
a f f e c t i n g  the r e l a t i o n s h i p s  in  q ues t ion  thus cannot be ru le d  
ou t .
b) P u n i t iv e  In s t r u m e n ta l i t y  and S a t i s f a c t i o n
The second t h r u  the  fo u r th  pages o f  Figure 3.7 i l l u s ­
t r a t e  the  r e l a t i o n s h i p s  between p u n i t iv e  i n s t r u m e n ta l i ty  
and the  s i x  s a t i s f a c t i o n  measures. As p re v io u s ly  no ted ,  
the  t e s t - r e t e s t  r e l i a b i l i t i e s  o f  both p u n i t iv e  ins trum en­
t a l i t y  and a l l  s i x  s a t i s f a c t i o n  measures are a l l  h ig h ly  
s i g n i f i c a n t .  The e m p ir ica l  evidence h ig h ly  supports  the 
s t a b i l i t y  o f  a l l  s u b j e c t  v a r ia b le s  from time p e r io d  1 to  
time p e r io d  2 .
The twelve p o s s ib l e  synchronous or concurren t  c o r r e l a ­
t io n s  between p u n i t iv e  i n s t r u m e n ta l i ty  and s a t i s f a c t i o n  
f a i l  to i n d i c a t e  a d e f i n i t e  s t a t i c  r e l a t i o n s h i p  between 
the v a r i a b l e s .  None o f  the  twelve s t a t i c  c o r r e l a t i o n s  
are  s i g n i f i c a n t .  Six are  p o s i t i v e ,  and s i x  are  n e g a t iv e .
Both concurren t  c o r r e l a t i o n s  fo r  general  a f f e c t i v e  tone 
(Ml) and t a s k  a t t r a c t i v e n e s s  ( J l )  are p o s i t i v e .  Both con­
cu r re n t  c o r r e l a t i o n s  fo r  in c e n t iv e  m o t iv a t io n a l  s t a t e  (M5) 
and genera l  s a t i s f a c t i o n  with  pay (PAY) are  n e g a t iv e .  Con­
cu r re n t  c o r r e l a t i o n s  fo r  p e rso n a l  p ro d u c t iv i t y  (M4) and p e r ­
sonal competence o f  s u p e rv i s o r  (S2) are  mixed.
FIGURE 3.7
CORRELATIONS BETWEEN PUNITIVE INSTRUMENTALITY, ROLE 
PERCEPTIONS, SATISFACTION, AND PERFORMANCE
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
r e la tio n  c o e f f ic ie n ts .
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
r e la tio n  c o e ff ic ie n ts .
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FIGURE 3 .7  (CONTINUED)
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
re la tio n  c o e f f ic ie n ts .
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FIGURE 3 .7  (CONTINUED)
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n if ica n ce  and the other numerical values are cor­
r e la tio n  c o e f f ic ie n ts .
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
re la tio n  c o e f f ic ie n ts .
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
r e la tio n  c o e f f ic ie n ts .
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
re la tio n  c o e f f ic ie n ts .
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
re la tio n  c o e f f ic ie n ts .
The p r e d i c t i v e  c ro ss - la g g e d  and c o r r e c te d  c ro s s - la g g e d  
c o r r e l a t i o n  c o e f f i c i e n t  r e l a t i o n s h i p s  fo r  p u n i t iv e  i n s t r u ­
m e n ta l i ty  and s a t i s f a c t i o n  appear to  give some evidence o f  
an o v e r a l l  p a t t e r n  o f  n eg a t iv e  r e c ip ro c a l  c a u s a l i t y .  P un i­
t i v e  i n s t r u m e n t a l i t y  appears  to  have causal  p r i o r i t y  over 
g ene ra l  s a t i s f a c t i o n  with  pay (PAY) and p e r so n a l  competence 
o f  s u p e rv i s o r  (S 2 ) . On the  a t h e r  hand, p e r so n a l  p r o d u c t i v i t y  
(M4) and in c e n t iv e  m o t iv a t io n a l  s t a t e  (M5) seem to have caus- 
s a l  p r i o r i t y  over p u n i t iv e  i n s t r u m e n t a l i ty .  Causal r e l a t i o n ­
sh ips  between p u n i t iv e  i n s t r u m e n ta l i ty  and gene ra l  a f f e c t i v e  
tone (Ml) appear in d e te rm in a te  because of  low c ro s s - la g g e d  
v a lu e s ,  mixed s ig n s ,  an extreme lack  o f  s i g n i f i c a n c e ,  and 
because the  d i f f e r e n c e  between the c o r r e c te d  c ro s s - la g g e d  
c o r r e l a t i o n s  does n o t  appear to  be o f  a magnitude s u b s ta n ­
t i a l  enough to ru le  out the p o s s i b i l i t y  o f  r e c i p r o c a l  cau sa ­
t i o n .  The only  p r e d i c t i v e  r e l a t i o n s h i p  which d i r e c t l y  con­
f l i c t e d  w ith  the o v e r a l l  p a t t e r n  o f  n eg a t iv e  r e c ip r o c a l  
c a u s a l i t y  was the  r e l a t i o n s h i p  between p u n i t iv e  in s trum en­
t a l i t y  and ta s k  a t t r a c t i v e n e s s  ( J l ) . Here, th e r e  appears 
to be a p o s i t i v e  r e l a t i o n s h i p ,  w ith  p u n i t iv e  i n s t r u m e n ta l ­
i t y  tak in g  causa l  p r i o r i t y  over ta sk  a t t r a c t i v e n e s s .  A ll  i n ­
fe rences  o f  c a u s a l i t y  made between p u n i t iv e  i n s t r u m e n t a l i t y  
and s a t i s f a c t i o n  shou ld ,  however, be accep ted  only  w ith  the 
p roper  amount o f  ca u t io n  s in ce  none of the p r e d i c t i v e  c o r ­
r e l a t i o n s  reached accepted  l e v e l s  o f  s i g n i f i c a n c e .
Only one (DP2-DJ1) o f  the  s ix  dynamic c o r r e l a t i o n s  
between p u n i t iv e  i n s t r u m e n t a l i t y  and s a t i s f a c t i o n  i s
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s i g n i f i c a n t .  This i n d i c a t e s  t h a t  t h i r d  o r  a d d i t i o n a l  o u t ­
s ide  v a r ia b le s  may have c o n t r ib u te d  to  the  covariance  b e ­
tween p u n i t iv e  i n s t r u m e n t a l i t y  and s a t i s f a c t i o n .
c) P u n i t iv e  In s t r u m e n ta l i t y  and Performance
The f i f t h  th ru  e ig h th  pages o f  Figure 3.7 i l l u s t r a t e  
the r e l a t i o n s h i p s  between p u n i t iv e  i n s t r u m e n t a l i t y  and the  
seven measures o f  performance. The high t e s t - r e t e s t  r e l i ­
a b i l i t i e s  o f  p u n i t iv e  i n s t r u m e n ta l i ty  and s ix  o f  the  seven 
performance measures have been p re v io u s ly  d iscu ssed .  Only 
the t e s t - r e t e s t  c o r r e l a t i o n  o f  PA2B-PB2B was not  s i g n i f i ­
cant .
The fo u r te en  p o s s ib le  concurren t  c o r r e l a t i o n s  between- 
p u n i t iv e  i n s t r u m e n t a l i t y  and performance o f f e r  some support  
fo r  a n e g a t i v e ' s t a t i c  r e l a t i o n s h i p  between the  v a r i a b l e s .
Eleven o f  the  fo u r te e n  co n cu rren t  c o r r e l a t i o n  c o e f f i c i e n t s  
are n e g a t iv e .  For p ro d uc t io n  r a t e  (P2B) , c o n s u l t a t i v e  ex ­
amination r a t e  (P2C) , s u b s ta n t iv e  e r r o r  r a t e  (P2D), and 
t o t a l  ranking (P2F) both  synchronous c o r r e l a t i o n s  are nega­
t i v e .  Case load  (P2A), t e c h n ic a l  e r r o r  r a t e  (P2E), and 
normed p o s i t i o n  (P2G) have mixed concurren t  c o r r e l a t i o n s .
None o f  the  s t a t i c  c o r r e l a t i o n s ,  however, are  s i g n i f i c a n t .
The p a t t e r n  o f  p r e d ic t i v e  c ro ss - la g g e d  and c o r r e c t e d  
c ro ss - la g g ed  c o r r e l a t i o n  c o e f f i c i e n t s  f o r  a n a ly s i s  o f  cau sa l  
r e l a t i o n s h i p s  between p u n i t iv e  i n s t r u m e n ta l i ty  and the  seven 
performance measures tends to in d i c a t e  an o v e r a l l  im press ion  
o f  p u n i t iv e  i n s t r u m e n t a l i t y  lead in g  to  in c re a s e d  performance.
For th ree  o f  the  seven performance measures: case load
(P2A), c o n s u l t a t i v e  examination r a t e  (P2C), and t o t a l  ra n k ­
ing (P2F), t h i s  p r e d i c t i v e  p a t t e r n  appears modera te ly  s t ro n g  
The p r e d i c t i v e  c o r r e l a t i o n  c o e f f i c i e n t s  in  these  th r e e  i n ­
s tan ces  are a l l  n e g a t iv e ,  bu t  as mentioned e a r l i e r  (see 
Figure 3 .3 ) ,  fo r  th ese  measures low values r e f l e c t  h igh  p e r ­
formance. P u n i t iv e  i n s t r u m e n t a l i t y  in  these  cases then ,  can 
be i n t e r p r e t e d  as le ad in g  to  improved performance. Two ad ­
d i t i o n a l  p r e d i c t i v e  c o r r e l a t i o n s  supply some a d d i t i o n a l ,  a l ­
though very weak, support  f o r  t h i s  i n f e r r e d  causa l  r e l a t i o n ­
s h ip .  Causal r e l a t i o n s h i p s  between t e c h n ic a l  e r r o r  r a t e  
(P2E) and p ro d u c t io n  r a t e  (P2B) and p u n i t iv e  i n s t r u m e n t a l i t y  
appear to  be l a r g e ly  in d e te rm in a te  because o f  low and mixed 
p r e d i c t i v e  c o r r e l a t i o n  c o e f f i c i e n t s , but they both  seem to 
s l i g h t l y  favor  the  p u n i t iv e  i n s t r u m e n ta l i ty  leads  to i n ­
c reased  performance c a se .  For p roduc tion  r a t e  (P2B) the 
p r e d i c t i v e  c o r r e l a t i o n  PA2-PB2B i s  p o s i t i v e ,  bu t  h igh  values  
r e f l e c t  good performance fo r  p roduc t ion  r a t e .  For the  two 
remaining performance measures: s u b s ta n t iv e  e r r o r  r a t e
(P2D) and normed p o s i t i o n  (P2G), th e re  i s  some evidence o f  
causa t io n  running in  the opp os i te  d i r e c t i o n  ( t h a t  i s ,  h igh 
performance le a d in g  to in c re a s e d  p u n i t iv e  i n s t r u m e n t a l i t y ) .  
However, in  these  two cases  the p r e d ic t i v e  c o r r e l a t i o n  co ­
e f f i c i e n t s  are  aga in  ex tremely  low and make i t  p r a c t i c a l l y  
im possib le  to  a s se ss  causa l  p r i o r i t y .
In a d d i t i o n ,  a l l  o f  the  p r e d i c t i v e  in fe r e n c e s  between 
p u n i t iv e  i n s t r u m e n t a l i t y  and performance must be tempered 
by the f a c t  t h a t  none o f  the  c ro ss - la g g ed  c o r r e l a t i o n s  are
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s i g n i f i c a n t .  A lso ,  none o f  the  seven dynamic c o r r e l a t i o n s  
reached s i g n i f i c a n c e .  The p o s s i b i l i t y  o f  t h i r d  o r  add i­
t i o n a l  v a r ia b le s  a f f e c t i n g  the r e l a t i o n s h i p s  in  q u es t io n  
cannot be ru le d  o u t .
d) Summary o f  P u n i t iv e  In s t r u m e n ta l i t y  
Causal R e la t io n sh ip s
In summary, the  em p ir ic a l  evidence on the r e l a t i o n s h i p s  
between p u n i t iv e  i n s t r u m e n t a l i t y  and ro le  p e r c e p t io n s ,  s a t ­
i s f a c t i o n ,  and performance in  t h i s  s tudy  appears to i n d i c a t e  
the fo l lowing:  r o l e  p e r c e p t io n s  seem to have causa l  p r i o r ­
i t y  over p u n i t iv e  i n s t r u m e n t a l i t y  w ith  both high ro le  con­
f l i c t  and high ro l e  ambiguity  lead in g  to  lower p u n i t iv e  i n ­
s t r u m e n ta l i t y ;  p u n i t iv e  i n s t r u m e n t a l i t y  and s a t i s f a c t i o n  
appear to i n t e r a c t  in  an o v e r a l l  p a t t e r n  o f  n ega t ive  r e c i p ­
ro ca l  c a u s a l i t y ;  and performance and p u n i t iv e  i n s t r u m e n ta l ­
i t y  give an o v e r a l l  im press ion  o f  p u n i t iv e  i n s t r u m e n t a l i t y  
lead ing  to in c re a s e d  performance. The s t r e n g th  o f  these  
f in d in g s ,  however, i s  reduced by the in f r e q u e n t  occurrence 
o f  s i g n i f i c a n t  p r e d i c t i v e  c o r r e l a t i o n  c o e f f i c i e n t s ,  by many 
very low p r e d i c t i v e  c o r r e l a t i o n  c o e f f i c i e n t s ,  by f re q u en t  
mixed s ig n s ,  and by the almost complete lack  (except fo r  
DP2-DJ1) o f  s t ro n g ,  s i g n i f i c a n t  dynamic c o r r e l a t i o n s .
3. R e la t io n s h ip s  Between Advancement Ins trum en­
t a l i t y  and Role P e rc e p t io n s ,  S a t i s ­
f a c t i o n ,  and Performance
Figure 3.8 d e p ic t s  the  r e l a t i o n s h i p s  between advance­
ment i n s t r u m e n t a l i t y  (PA3 in  time p e r io d  1 and PB3 in  time
p e r io d  2 ) and su b o rd in a te  ro le  p e r c e p t io n s ,  s a t i s f a c t i o n ,  
and performance. F igure  3.8 fo llows the same format o f  the 
prev ious  two f ig u re s  w ith  the f i r s t  page showing the r e l a ­
t io n s h ip s  between advancement i n s t r u m e n t a l i t y  and ro le  con­
f l i c t  and ro le  am biguity ,  the  second t h r u  fo u r th  pages i l l u s ­
t r a t i n g  the r e l a t i o n s h i p s  between advancement i n s t r u m e n t a l ­
i t y  and the  s ix  s a t i s f a c t i o n  measures, and the  f i f t h  t h r u  
e ig h th  pages p r e s e n t in g  the  r e l a t i o n s h i p s  between advance­
ment i n s t r u m e n t a l i t y  and the  seven indexes o f  performance .
a) Advancement I n s t r u m e n ta l i t y  and 
Role P e rcep t io n s
The f i r s t  page o f  Figure 3.8 i l l u s t r a t e s  the r e l a t i o n ­
ship  between advancement i n s t r u m e n t a l i t y  and ro l e  c o n f l i c t  
and ro le  am biguity .  The t e s t - r e t e s t  r e l i a b i l i t i e s  o f  a l l  
th ree  v a r ia b le s  a re  s i g n i f i c a n t  a t  the .0001 l e v e l .  The 
em p ir ica l  evidence thus h ig h ly  supports  the s t a b i l i t y  o f  the 
s u b je c t  v a r ia b le s  from time p e r io d  1 to  time p e r io d  2 .
Of the  four  p o s s ib l e  concurren t  o r  synchronous c o r r e ­
l a t i o n s ,  the two f o r  r o le  c o n f l i c t  a re  n e g a t iv e ,  and the  two 
fo r  ro le  ambiguity are  p o s i t i v e .  The time 2 s t a t i c  c o r r e ­
l a t i o n  c o e f f i c i e n t  fo r  r o l e  c o n f l i c t  (PB3-RBC) and th e  time 
1 s t a t i c  c o r r e l a t i o n  c o e f f i c i e n t  f o r  ro le  ambiguity (PA3-PAA) 
are both  s i g n i f i c a n t .  The o th e r  two synchronous c o r r e l a t i o n s  
(PA3-RAC and PB3-RBA) c lo s e ly  approximate s i g n i f i c a n c e .  The 
evidence thus seems to i n d i c a t e  a n eg a t iv e  s t a t i c  r e l a t i o n ­
ship between advancement i n s t r u m e n t a l i t y  and ro le  c o n f l i c t  
and a p o s i t i v e  s t a t i c  r e l a t i o n s h i p  between advancement
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FIGURE 3.8
CORRELATIONS BETWEEN ADVANCEMENT INSTRUMENTALITY, ROLE 





















































Note: The numerical values in parentheses are the le v e ls  o f
s ig n if ica n ce  and the other numerical values are cor­
r e la tio n  c o e f f ic ie n ts .
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FIGURE 3 .8  (CONTINUED)
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
re la tio n  c o e f f ic ie n ts .
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
re la tio n  c o e f f ic ie n ts .
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
r e la tio n  c o e f f ic ie n ts .
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FIGURE 3.8 (CONTINUED)
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
r e la tio n  c o e f f ic ie n ts .
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values are cor­
r e la tio n  c o e f f ic ie n ts .
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Note: The numerical values in  parentheses are the le v e ls  o f
s ig n ifica n ce  and the other numerical values for cor­
re la tio n  c o e f f ic ie n ts .
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in s t r u m e n ta l i ty  and ro le  ambiguity.
The p r e d i c t i v e  c ro ss - la g g ed  and c o r r e c te d  c ro s s - la g g e d  
c o r r e l a t i o n s  seem to i n d ic a te  t h a t  advancement in s t r u m e n ta l ­
i t y  has cau sa l  p r i o r i t y  over ro le  p e r c e p t io n s .  High advance­
ment i n s t r u m e n t a l i t y  appears to le a d  to  both  reduced ro le  
c o n f l i c t  and to  reduced ro le  ambiguity .  Once again  fo r  ro le  
ambiguity i t  should  be remembered t h a t  h igh  scores  r e f l e c t  
low ro le  ambiguity .  Both u n co r rec ted  c ro s s - la g g e d  c o r r e l a ­
t i o n s  PA3-RBC and PA3-RBA are s i g n i f i c a n t  (P<.05).
N e i th e r  o f  the  two dynamic c o r r e l a t i o n  c o e f f i c i e n t s  
are  s i g n i f i c a n t .  The p o s s i b i l i t y  o f  t h i r d  causal  v a r i a b le s  
a f f e c t i n g  the r e l a t i o n s h i p s  in  q u es t io n  cannot be ru le d  ou t .
b) Advancement I n s t r u m e n ta l i t y  and 
S a t i s f a c t i o n
The second th r u  the fo u r th  pages o f  Figure 3.8 i l l u s ­
t r a t e  the  r e l a t i o n s h i p s  between advancement i n s t r u m e n ta l i ty  
and the s i x  s a t i s f a c t i o n  measures. As n o ted  p re v io u s ly ,  
the t e s t - r e t e s t  r e l i a b i l i t i e s  o f  both  advancement ins t rum en­
t a l i t y  and a l l  s i x  s a t i s f a c t i o n  indexes are  a l l  h ig h ly  s i g ­
n i f i c a n t .  The em p ir ica l  evidence h ig h ly  supports  the  s t a ­
b i l i t y  o f  a l l  s u b je c t  v a r ia b le s  from time p e r io d  1 to  time 
p e r io d  2 .
The twelve p o s s ib le  synchronous o r  concurren t  c o r r e l a ­
t io n s  between advancement i n s t r u m e n t a l i t y  and s a t i s f a c t i o n  
appear to  i n d i c a t e  an o v e ra l l  p o s i t i v e  s t a t i c  r e l a t i o n s h i p  
between the  v a r i a b l e s .  Nine o f  the  twelve c o e f f i c i e n t s  are 
p o s i t i v e .  Of t h e s e ,  f iv e  are s i g n i f i c a n t  (P<.05) and two
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o th e rs  approach s i g n i f i c a n c e .  Only th re e  concurren t  c o r r e ­
l a t i o n s  are  n eg a t iv e  and two o f  th e se  invo lve  pe rson a l  p r o ­
d u c t i v i t y  (M4). The o th e r  i s  the s t a t i c  c o r r e l a t i o n  PA3- 
MA5. None o f  the  th re e  n eg a t iv e  synchronous c o r r e l a t i o n s  
approaches s i g n i f i c a n c e .
The p r e d i c t i v e  c ro ss - la g g ed  and c o r re c te d  c ro s s - la g g e d  
c o r r e l a t i o n  c o e f f i c i e n t  p a t t e r n s  fo r  advancement ins t rum en­
t a l i t y  and s a t i s f a c t i o n  appear to  i n d i c a t e  an o v e r a l l  p a t ­
t e rn  o f  advancement i n s t r u m e n ta l i ty  having p o s i t i v e  causa l  
p r i o r i t y  over s a t i s f a c t i o n .  That i s ,  i t  seems t h a t  high 
advancement i n s t r u m e n t a l i t y  i s  l i k e l y  to le a d  to in c re a sed  
s a t i s f a c t i o n .  Three o f  the  s i x  s a t i s f a c t i o n  measures: gen­
e r a l  a f f e c t i v e  tone (Ml), genera l  s a t i s f a c t i o n  w ith  pay 
(PAY), and p e rso n a l  competence o f  s u p e rv i s o r  (S2) support  
t h i s  cau sa l  i n f e r e n c e .  Of these  t h r e e ,  one o f  the  c r o s s ­
lagged c o r r e l a t i o n  c o e f f i c i e n t s  (PA3-MB1) i s  s i g n i f i c a n t  
(p = .001) and an o th e r  (PA3-SB2) approaches s ig n i f i c a n c e  
(p = .067) .  Two o f  the  th re e  remaining s a t i s f a c t i o n  mea­
s u re s :  t a s k  a t t r a c t i v e n e s s  ( J l )  and in c e n t iv e  m o t iv a t io n a l
s t a t e  (M5), seem to  i n d ic a te  r e c ip r o c a l  c a u s a l i t y .  Task 
a t t r a c t i v e n e s s  ( J l )  o f f e r s  some a d d i t i o n a l  support  fo r  ad­
vancement i n s t r u m e n ta l i ty  having p o s i t i v e  causal  p r i o r i t y  
over s a t i s f a c t i o n .  In cen t iv e  m o t iv a t io n a l  s t a t e  (M5) how­
ev e r ,  appears to  p re s e n t  some d i r e c t l y  oppos i te  ev idence .  
However, the  d i f f e r e n c e s  between the  c o r r e c te d  c ro ss - la g g ed  
c o r r e l a t i o n s  fo r  both  J l  and M5 do no t  appear to  be o f  mag­
n i tu d e s  s u b s t a n t i a l  enough to ru le  out the p o s s i b i l i t y  o f
r e c ip r o c a l  c a u s a t io n .  For the  f i n a l  s a t i s f a c t i o n  measured, 
p e rso n a l  p r o d u c t i v i t y  (M4), the i n d i c a t i o n  appears  to be 
t h a t  s a t i s f a c t i o n  has n eg a t iv e  causa l  p r i o r i t y  over advance­
ment i n s t r u m e n t a l i t y .  T h is ,  however, was the only s a t i s f a c ­
t i o n  measure which c l e a r l y  ran in  t h i s  o ppos i te  d i r e c t i o n .
Only one (DP3-DM1) o f  the  s i x  dynamic c o r r e l a t i o n  co­
e f f i c i e n t s  i s  s i g n i f i c a n t  (P = .007) and s t ro n g  en.ough to 
ru le  out  any l a rg e  p o s s i b i l i t y  o f  a d d i t i o n a l  v a r i a b le s  con­
t r i b u t i n g  to the  covariance  between advancement in s t rum en­
t a l i t y  and s a t i s f a c t i o n .  Dynamic c o r r e l a t i o n  (DP3-DPAY), 
however, comes c lo se  with  a c o e f f i c i e n t  value o f  .2553 and 
(p = .065) .
c) Advancement I n s t r u m e n ta l i t y  and Performance
The f i f t h  t h r u  the e ig h th  pages o f  Figure 3.8 i l l u s ­
t r a t e  the r e l a t i o n s h i p s  between advancement i n s t r u m e n t a l i t y  
and the  seven measures o f  performance. The h igh t e s t - r e t e s t  
r e l i a b i l i t i e s  o f  advancement i n s t r u m e n t a l i t y  and s ix  o f  the 
seven performance measures ( a l l  bu t  P2B) have a l read y  been 
d iscussed .
The fo u r teen  p o s s ib le  concurren t  c o r r e l a t i o n s  between 
advancement i n s t r u m e n t a l i t y  and performance o f f e r  l i t t l e  
evidence o f  a c l e a r  s t a t i c  r e l a t i o n s h i p  between the  v a r i ­
a b le s .  E igh t  synchronous c o r r e l a t i o n s  are p o s i t i v e  and s ix  
a re  n e g a t iv e .  For two o f  the  performance indexes (P2A and 
P2C) both  o f  the  concurren t  c o r r e l a t i o n s  are n e g a t iv e .  For 
th re e  o f  the  performance measures (P2B, P2D, and P2E) both
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o f  the  concurren t  c o r r e l a t i o n s  are  p o s i t i v e .  F i n a l ly ,  f o r  
the  remaining two performance indexes the  s t a t i c  c o r r e l a ­
t i o n s  are  mixed. In a d d i t io n ,  only  one synchronous c o r r e ­
l a t i o n  (PA3-PA2B) i s  s i g n i f i c a n t  (p = .0 4 5 ) .
The p r e d i c t i v e  c ro ss - la g g ed  and c o r r e c t e d  c ro s s - la g g e d  
c o r r e l a t i o n  c o e f f i c i e n t s  a lso  f a i l  to  r e v e a l  any c l e a r  o v e r ­
a l l  p a t t e r n  o f  causa l  r e l a t i o n s h i p s  between advancement i n ­
s t r u m e n ta l i t y  and performance. The r e l a t i o n s h i p s  fo r  two
\
o f  the  performance indexes:  p roduc tion  r a t e  (P2B) and normed
p o s i t i o n  (P2G), seem to i n d ic a te  t h a t  h igh  performance leads  
to  h igh  advancement i n s t r u m e n t a l i ty .  However, two o th e r  p e r ­
formance indexes:  s u b s ta n t iv e  e r r o r  r a t e  (P2D) and t e c h n ic a l
e r r o r  r a t e  (P2E), appear to  i n d ic a te  t h a t  h igh advancement 
i n s t r u m e n t a l i t y  leads  to low performance. The s igns  fo r  the 
p r e d i c t i v e  c o r r e l a t i o n s  here (PA3-PB2D and PA3-PB2E) are 
p o s i t i v e ,  bu t  in c re a s e s  in  performance va lues  PB2D and PB2E 
a c t u a l l y  r e f l e c t  reduced performance, s in ce  fo r  these  v a r i ­
ab les  low values  are good. In a d d i t io n  two o th e r  performance 
measures: case load  (P2A) and c o n s u l t a t i v e  examination r a te
(P2C) , seem to i n d i c a t e  a p a t t e r n  o f  n e g a t iv e  r e c ip r o c a l  
c a u s a l i t y .  Once a g a in ,  however, s in ce  low values  r e f l e c t  
good performance f o r  these  performance measures high advance­
ment i n s t r u m e n t a l i t y  would be s a id  to  l e a d  to  in c re a s e d  p e r ­
formance and high performance would be seen as lead in g  to 
high advancement i n s t r u m e n ta l i ty .  F i n a l l y ,  fo r  the  seventh  
performance measure: t o t a l  ranking (P2F), causa l  r e l a t i o n ­
sh ips  appear to  be l a r g e ly  in d e te rm in a te  because o f  low
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p r e d ic t i v e  c o r r e l a t i o n  c o e f f i c i e n t s .
In a d d i t i o n ,  a l l  o f  the  p r e d i c t i v e  r e l a t i o n s h i p s  b e ­
tween advancement i n s t r u m e n t a l i t y  and performance must be 
tempered by the f a c t  t h a t  none o f  the  c ro s s - la g g e d  c o r r e l a ­
t i o n s  are  s i g n i f i c a n t .  A lso ,  none o f  the seven dynamic 
c o r r e l a t i o n s  reached s ig n i f i c a n c e *  The p o s s i b i l i t y  o f  t h i r d  
o r  a d d i t i o n a l  v a r ia b le s  a f f e c t i n g  the r e l a t i o n s h i p s  in  ques­
t i o n  cannot be ru le d  ou t .
d) Summary o f  Advancement I n s t ru m e n ta l i ty  
Causal R e la t io n sh ip s
In summary, the  em p ir ica l  evidence on the  r e l a t i o n s h i p s  
between advancement i n s t r u m e n t a l i t y  and ro le  p e r c e p t io n s ,  
s a t i s f a c t i o n ,  and performance in  t h i s  s tudy appears to i n d i ­
c a te  the  fo l low ing :  advancement i n s t r u m e n t a l i t y  seems to
have causal  p r i o r i t y  over ro le  p e r c e p t io n s ,  w ith  high ad­
vancement i n s t r u m e n ta l i ty  l e a d in g  to both reduced ro le  con­
f l i c t  and to  reduced ro le  ambiguity;  th e re  appears to be an 
o v e r a l l  p a t t e r n  o f  advancement i n s t r u m e n t a l i t y  having p o s i ­
t i v e  causa l  p r i o r i t y  over s a t i s f a c t i o n ;  and th e re  seems to 
be no c l e a r  p a t t e r n  o f  causa l  r e l a t i o n s h i p s  between advance-, 
ment i n s t r u m e n ta l i ty  and performance. Also, only one o f  the 
f i f t e e n  dynamic c o r r e l a t i o n  c o e f f i c i e n t s  (DP3-DM1) i s  s i g ­
n i f i c a n t  and s t ro n g  enough to r u l e  out any la rg e  p o s s i b i l i t y  
o f  a d d i t io n a l  v a r ia b le s  c o n t r i b u t i n g  to the covariances  b e ­
tween the primary v a r i a b le s .
This c h a p te r  has p re se n te d  the  f in d in gs  o f  the data
a n a ly s i s .  The nex t  c h a p te r  p r e s e n t s  a summary o f  the  r e ­
s u l t s  o f  the da ta  a n a ly s i s  and the conc lus ions  r e s u l t i n g  
from t h i s  s tudy .
IV. DISCUSSION AND IMPLICATIONS
Chapter I I I  has p re se n te d  the s t a t i s t i c a l  a n a ly s i s  o f  
the d a ta .  Chapter IV p re s e n t s  a d isc u ss io n  o f  the r e s u l t s  
and im p l ic a t io n s  o f  t h i s  r e se a rc h .
The p r e s e n t a t io n  w i l l  be accord ing  to the following 
format.  F i r s t ,  a summary o f  the  r e s u l t s  i s  p re se n te d .  Sec­
ond, a d iscu s s io n  o f  the r e s u l t s  o f  the  da ta  a n a ly s i s  i s  
g iven. Th ird ,  l i m i t a t i o n s  are  d iscu ssed .  And f o u r th ,  the 
d i r e c t io n s  fo r  fu tu re  re se a rc h  are  p re se n te d .
A. Summary o f  Resul ts
As was p o in ted  out in  Chapter I ,  the c h i e f  o b je c t iv e  
o f  t h i s  re se a rc h  was to f u r t h e r  exp lore  the  causa l  r e l a t i o n ­
sh ips  between le a d e r  reward beh av io r  and subord ina te  ro le  
p e r c e p t io n s ,  s a t i s f a c t i o n ,  and performance. Based on the 
reviewed l i t e r a t u r e ,  th ree  genera l  hypotheses were t e s t e d :
Hypothesis A --  p o s i t i v e  l e a d e r  rewards w i l l  be c a u s a l ly  
r e l a t e d  to  lower ro le  c o n f l i c t  and ambiguity and to  h ig h e r  
job s a t i s f a c t i o n  and perfo rm ance .
Hypothesis B --  p u n i t iv e  l e a d e r  rewards w i l l  be cau s ­
a l l y  r e l a t e d  to  lower ro le  c o n f l i c t  and ambiguity and to 
lower job s a t i s f a c t i o n  and performance.
Hypothesis C --  advancement le a d e r  rewards w i l l  be
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c a u s a l ly  r e l a t e d  to  lower ro le  c o n f l i c t  and ambiguity and 
to h ig h e r  job s a t i s f a c t i o n  and performance.
Below i s  a summary o f  the major r e s u l t s  o f  t h i s  i n v e s ­
t i g a t i o n .  The summary i s  p re se n ted  in  the same o rde r  as the 
l e t t e r e d  hypo theses .  That i s ,  p o s i t i v e  l e a d e r  reward r e l a ­
t io n s h ip s  r e s u l t s  are  given f i r s t ,  p u n i t iv e  le a d e r  reward 
behav ior  second, and advancement le a d e r  reward behavior  
t h i r d .
1. P o s i t i v e  Leader Reward Behavior
A summary o f  the  p r e d i c t i v e  u nco r rec ted  and c o r re c te d  
c ro ss - la g g e d  c o r r e l a t i o n  c o e f f i c i e n t s  and the dynamic c o r r e ­
l a t i o n  c o e f f i c i e n t s  f o r  p o s i t i v e  le a d e r  reward behav ior  and 
the su b je c t  v a r ia b le s  i s  p re se n te d  in  Figure 4 .1 .
As was s t a t e d  in  Hypothesis  A, i t  was f e l t  t h a t  p o s i ­
t i v e  le a d e r  rewards would be c a u s a l ly  r e l a t e d  to lower ro le  
c o n f l i c t  and lower ro le  am biguity .  The r e s u l t s  o f  t h i s  s tudy 
seem to o f f e r  s u b s t a n t i a l  support  fo r  t h i s  proposed r e l a t i o n ­
s h ip .  P o s i t iv e  i n s t r u m e n t a l i t y  and ro l e  c o n f l i c t  appear to 
i n t e r a c t  in  a p a t t e r n  o f  n eg a t iv e  r e c ip ro c a l  c a u s a l i t y ,  and 
high l e v e l s  o f  ro le  ambiguity appear to le a d  to low p o s i t i v e  
i n s t r u m e n ta l i ty  (remembering t h a t  fo r  ro l e  ambiguity ,  high 
scores  r e f l e c t  low ro le  a m b ig u i ty ) . A l l  four unco rrec ted  
c ro ss - la g g e d  c o r r e l a t i o n s  are  s i g n i f i c a n t  and the dynamic 
c o r r e l a t i o n  fo r  ro le  c o n f l i c t  i s  a l s o .  Only the dynamic 
c o r r e l a t i o n  fo r  ro l e  ambiguity i s  no t  s i g n i f i c a n t ,  bu t  i t




V 2 V 2
A
r x y 1 2 ry l X2 r d
RC -.3392** -.3975** -.3564 -.3783 -.2686*
RA .3913** .3287* .2021 .6365 .2362
Ml .3749** .4404*** .4161 . 3968 .3603**
M4 .1915 -.1269 .0871 -.2789 .1835
M5 .3117* -.0478 .1966 -.0758 .2899*
PAY .1123 .2927* .0994 .3307 .2780*
S2 .5683**** .3941** .6724 .3331 .5180****
J l .4359*** .4299*** .4112 .4559 .2451
P2A -.1377 -.2606 -.1723 -.2083 -.1253
P2B -.2096 .1642 -.0472 .7290 .0175
P2C -.0165 -.3209* -.0154 -.3432- .2368
P2D .2499 -.2243 .3607 -.1554 -.0877
P2E -.0408 -.0014 -.0877 -.0007 .1336
P2F .0612 -.1303 .1583 -.0504 .0879
P2G -.1912 .2048 -.1563 .2506 -.1140
FIGURE 4.1 SUMMARY OF CAUSAL ANALYSIS BETWEEN POSITIVE LEADER 
REWARDS AND ROLE PERCEPTIONS, SATISFACTION,
AND PERFORMANCE
*p<.05 **p<.01 ***p<.001 ****p< .001
Hypothesis A a lso  p r e d ic t e d  t h a t  p o s i t i v e  le a d e r  rewards 
would be c a u s a l ly  r e l a t e d  to  h ig h e r  job s a t i s f a c t i o n .  This 
a n t i c i p a t e d  r e l a t i o n s h i p  a lso  seems to  be l a r g e ly  confirmed 
in  t h i s  i n v e s t i g a t i o n .  The r e s u l t s  appear to  in d i c a t e  an 
o v e r a l l  p a t t e r n  o f  p o s i t i v e  r e c i p r o c a l  c a u s a l i t y .  The only 
p r e d i c t i v e  r e l a t i o n s h i p  between p o s i t i v e  i n s t r u m e n t a l i t y  and 
s a t i s f a c t i o n  which did not f i t  the  p o s i t i v e  r e c ip r o c a l  caus­
a l i t y  o v e r a l l  p a t t e r n  was the  r e l a t i o n s h i p  between persona l  
p r o d u c t i v i t y  (M4) and p o s i t i v e  i n s t r u m e n t a l i t y .  This p a r t i c ­
u l a r  causa l  ex cep t io n ,  however, i s  l a r g e l y  negated  by the 
mixed s igns  o f  the  p r e d ic t iv e  c o r r e l a t i o n s ,  the  f a c t  t h a t
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none o f  the  co n cu rren t  o r  p r e d ic t i v e  c o r r e l a t i o n s  even ap ­
proached s i g n i f i c a n c e ,  and by the  low and n o n - s i g n i f i c a n t  
dynamic c o r r e l a t i o n .  For the f iv e  o th e r  measures o f  job 
s a t i s f a c t i o n  the dominant u n co r rec ted  c ro s s - la g g e d  c o r r e l a ­
t io n s  were a l l  s i g n i f i c a n t  as were fou r  o f  the  f iv e  dynamic 
c o r r e l a t i o n  c o e f f i c i e n t s . The dynamic c o r r e l a t i o n  fo r  ta sk  
a t t r a c t i v e n e s s  ( J l )  approached s i g n i f i c a n c e  w ith  p = .077.
F in a l ly ,  Hypothesis  A a n t i c i p a t e d  t h a t  p o s i t i v e  le a d e r  
rewards would be c a u s a l ly  r e l a t e d  to  h ig h e r  performance.
Some support  fo r  t h i s  r e l a t i o n s h i p  was o b ta in ed ,  bu t  i t  was 
not  n e a r ly  as s t r o n g ly  supported  as the  f i r s t  two p ro p o s i ­
t io n s  o f  Hypothesis A. The most l i k e l y  causa l  r e l a t i o n s h i p s  
between p o s i t i v e  i n s t r u m e n t a l i t y  and performance in  t h i s  
s tudy  appear to  be t h a t  high performance leads  to in c re a se d  
p o s i t i v e  i n s t r u m e n t a l i t y .  This seemed to l a r g e ly  be the 
case fo r  c o n s u l t a t i v e  examination r a t e  (P2C), p roduc t ion  
r a t e  (P2B), and normed p o s i t i o n  (P2G). In a d d i t i o n ,  case 
load  (P2A) o f f e r e d  some s l i g h t  a d d i t i o n a l  s u p p o r t .  Causal 
r e l a t i o n s h i p s  fo r  t e c h n ic a l  e r r o r  r a t e  (P2E) appeared l a rg e ly  
in d e te rm in a te  and the  remaining two performance measures, 
t o t a l  ranking (P2F) and s u b s ta n t iv e  e r r o r  r a t e  (P2D), seemed 
to  show p o s i t i v e  i n s t r u m e n ta l i ty  having causa l  p r i o r i t y  over 
lower performance. A ll  o f  the p r e d i c t i v e  in fe re n c e s  between 
p o s i t i v e  i n s t r u m e n ta l i ty  and perfo rm ance , however, must be 
tempered by the f a c t  t h a t  only one c ro s s - la g g e d  c o r r e l a t i o n  
(P2C) was s i g n i f i c a n t  and by the f a c t  t h a t  none o f  the  seven 
dynamic c o r r e l a t i o n s  reached s i g n i f i c a n c e .  This makes i t
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im possib le  to  r u l e  out the p o s s i b i l i t y  o f  a d d i t i o n a l  v a r i ­
ab les  causing  the s u b je c t  v a r i a b le s  to  covary.
2. P u n i t iv e  Leader Reward Behavior
A summary o f  the  p r e d i c t i v e  u n c o r re c te d  and c o r r e c te d  
c ro s s - la g g e d  c o r r e l a t i o n  c o e f f i c i e n t s  and the dynamic c o r r e ­
l a t i o n  c o e f f i c i e n t s  fo r  p u n i t iv e  l e a d e r  reward behav io r  and 
the  s u b je c t  v a r i a b le s  i s  p re se n te d  in  F igure 4 .2 .
Variable r
X1 2 V 2
A
Xi y 2 ^y xyl X2 rd
RC -.1070 -.3557** -.1128 -.3373 -.1536
RA .0714 .1575 .0370 .3039 .0840
Ml -.0428 .0809 - . 1 0 1 2 .0342 - . 0 1 2 2
M4 -.0650 -.2183 -.0610 -.2325 .1602
MS -.0082 -.2037 - . 0 1 1 0 -.1517 .1604
PAY -.1991 -.1788 -.3753 -.0418 .0776 «■
S2 -.1881 .0330 -.4740 .0131 .1530
Jl .0897 .0044 .1802 .0 0 2 2 .3556**
P2A -.1328 -.1186 -.3539 -.0445 .1276
P2B .0439 -.0004 .0 2 1 1 -.0008 -.2576
P2C - . 1 2 1 1 -.2633 -.2411 -.1322 .0818
P2D .0074 -.2594 .0227 -.0844 -.0059
P2E -.0053 .0 2 0 1 -.0243 .0044 .0493
P2F -.0601 -.2013 -.3311 -.0365 .1898
P2G .0 1 2 1 .1615 .0 2 1 1 .0928 .1227
FIGURE 4.2 SUMMARY OF CAUSAL ANALYSIS BETWEEN PUNITIVE 
LEADER REWARDS'AND ROLE PERCEPTIONS, 
SATISFACTION, AND PERFORMANCE
**p< .0 1
As s t a t e d  in  Hypothesis B, i t  was p r e d i c t e d  t h a t  p u n i ­
t i v e  l e a d e r  reward behav ior  would be c a u s a l ly  r e l a t e d  to  
lower ro le  c o n f l i c t  and ambiguity .  The r e s u l t s  o f  t h i s  
i n v e s t i g a t i o n  ten d  to  l a r g e ly  support  t h i s  proposed
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r e l a t i o n s h i p .  Both high ro le  c o n f l i c t  and h igh ro le  ambigu­
i t y  appear  to  l e a d  to  reduced employee p e rc e p t io n s  o f  p u n i ­
t iv e  i n s t r u m e n t a l i t y .  These causa l  i n f e r e n c e s ,  however, 
must be viewed w ith  ca u t io n  s ince  only the u n co r rec ted  p r e ­
d i c t i v e  c o r r e l a t i o n  fo r  ro l e  c o n f l i c t  (RC) i s  s i g n i f i c a n t  
and s in ce  n e i t h e r  o f  the two dynamic c o r r e l a t i o n  c o e f f i c i e n t s  
even approach s i g n i f i c a n c e .  The p o s s i b i l i t y  o f  t h i r d  v a r i ­
ab les  a f f e c t i n g  th ese  r e l a t i o n s h i p s  can n o t  be ru l e d  o u t .
\
Hypothesis  B a lso  fo r e c a s t e d  t h a t  p u n i t iv e  l e a d e r  r e ­
ward beh av io r  woul*d be c a u s a l ly  r e l a t e d  to  lower job s a t i s ­
f a c t i o n .  This p r e d i c t e d  r e l a t i o n s h i p  in  t h i s  s tudy  seemed 
to  re c e iv e  some moderate su p p o r t .  Here, p u n i t iv e  ins trum en­
t a l i t y  and s a t i s f a c t i o n  appear to  i n t e r a c t  in  an o v e r a l l  
p a t t e r n  o f  n eg a t iv e  r e c ip r o c a l  c a u s a l i t y .  Only the r e l a ­
t io n s h ip  between p u n i t iv e  i n s t r u m e n ta l i ty  and ta sk  a t t r a c ­
t iv e n e s s  ( J l )  d i r e c t l y  c o n f l i c t e d  with  t h i s  o v e r a l l  p a t t e r n .  
This was a r a th e r  im portan t  excep t ion ,  however, s ince  the 
dynamic c o r r e l a t i o n  fo r  J l  was the only s i g n i f i c a n t  dynamic 
c o r r e l a t i o n  fo r  p u n i t iv e  l e a d e r  reward b eh a v io r .  This lack  
o f  s i g n i f i c a n t  dynamic c o r r e l a t i o n s  in d i c a t e s  t h a t  t h i r d  or 
a d d i t i o n a l  o u ts id e  v a r ia b le s  may have c o n t r ib u te d  to  the 
covariance  between p u n i t iv e  i n s t r u m e n ta l i ty  and s a t i s f a c t i o n .  
In a d d i t i o n ,  f u r t h e r  cau t io n  i s  w arran ted  s in ce  none o f  the 
p r e d i c t i v e  c o r r e l a t i o n s  reached accep tab le  l e v e l s  o f  s i g n i f ­
icance .
The f i n a l  a n t i c i p a t e d  r e l a t i o n s h i p  fo r  Hypothesis B 
was t h a t  p u n i t iv e  le a d e r  reward behavior  would be c a u s a l ly
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r e l a t e d  to  lower performance. The r e s u l t s  o f  t h i s  s tudy ,  
however, i n d i c a t e  l i t t l e  support  fo r  t h i s  p r e d i c t i o n .  In 
f a c t ,  the o v e r a l l  im pression  tends  to  i n d i c a t e  p u n i t iv e  i n ­
s t r u m e n ta l i t y  lead ing  to in c re a s e d  perfo rm ance . This seems 
to be the case f o r  case load  (P2A), c o n s u l t a t i v e  examination 
r a t e  (P2C), and t o t a l  ranking  (P2F) with  some weak a d d i t io n a l  
s'upport p r o v id e d ‘by te c h n ic a l  e r r o r  r a t e  (P2E) and p roduc t ion  
r a t e  (P2B) . F i n a l ly ,  some s l i g h t  support  was o f f e r e d  fo r  
high performance lead in g  to  in c re a se d  p u n i t iv e  in s t r u m e n ta l ­
i t y  fo r  s u b s ta n t iv e  e r r o r  r a t e  (P2D) and normed p o s i t i o n  
(P2G). However, a l l  o f  the  p r e d ic t i v e  in fe re n c e s  between 
p u n i t iv e  i n s t r u m e n t a l i t y  and performance must be tempered 
by the f a c t  t h a t  none o f  the  c ro s s - la g g e d  c o r r e l a t i o n s  are 
s i g n i f i c a n t .  A lso, none o f  the  seven dynamic c o r r e l a t i o n s  
reached s i g n i f i c a n c e .  This lack  o f  any s t ro n g  and s i g n i f ­
i c a n t  dynamic c o e f f i c i e n t s  i n d i c a t e s  t h a t  a t h i r d ,  o r  a d d i ­
t i o n a l  v a r i a b le s  are  l i k e l y  to have causa l  impact on p u n i ­
t i v e  i n s t r u m e n t a l i t y  and the  seven performance measures.
3. Advancement Leader Reward Behavior
A summary o f  the p r e d i c t i v e  u n co r rec ted  and c o r re c te d  
c ro ss - la g g ed  c o r r e l a t i o n  c o e f f i c i e n t s  and the  dynamic c o r ­
r e l a t i o n  c o e f f i c i e n t s  fo r  advancement l e a d e r  reward behav­
i o r  and the  s u b je c t  v a r ia b le s  i s  p re se n te d  in  Figure 4 .3 .
The f i r s t  p r e d i c t i o n  o f  Hypothesis C was t h a t  advance­
ment l e a d e r  rewards would be c a u s a l ly  r e l a t e d  to  lower ro le  
c o n f l i c t  and to lower ro le  ambiguity . The r e s u l t s  o f  t h i s
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V 2 r d
RC -.3063* -.1627 -.6412 -.0777 -.1043
RA .3568** .0227 .3671 .0221 .1995
Ml .4456*** .3694** .4809 .3422 .3679**
M4 .1565 -.2635 .0692 -.5955 -.0447
M5 .2079 -.1143 .1275 -.1864 .1525
PAY .1752 .0246 .1508 .0286 .2553
S2 .2537 • .1060 .2919 .0921 .0473
J l .4405*** .3376** .4040 .3681 .1534
P2A -.1124 -.0657 -.1368 -.0540 -.2429
P2B -.0467 .1189 -.0102 .5428 .2294
P2C -.0822 -.1167 -.0747 -.1284 -.0362
P2D .1880 .0369 .2638 .0263 -.0007
P2E .2618 .1280 .5475 .0617 .0547
P2F .0214 .0265 .0538 .0105 -.1095
P2G -.0601 .1290 -.0478 .1623 .0970
FIGURE 4.3 SUMMARY OF CAUSAL RELATIONSHIPS BETWEEN ADVANCEMENT 
INSTRUMENTALITY AND ROLE PERCEPTIONS,
SATISFACTION, AND PERFORMANCE
*p<.05 **p<.01 ***p<.001
study appear  to  l a r g e l y  support  t h i s  proposed r e l a t i o n s h i p .  
Both dominant p r e d i c t i v e  u n co r rec ted  c ro s s - la g g e d  c o r r e l a ­
t io n s  are  s i g n i f i c a n t  and they  in d ic a t e  t h a t  advancement 
i n s t r u m e n t a l i t y  has causa l  p r i o r i t y  over ro le  p e r c e p t io n s .  
High advancement i n s t r u m e n t a l i t y  appears to le a d  to  both  
reduced ro le  c o n f l i c t  and to  reduced ro le  am biguity .  How­
eve r ,  n e i t h e r  o f  the  dynamic c o r r e l a t i o n  c o e f f i c i e n t s  ap ­
proaches s i g n i f i c a n c e .  The p o s s i b i l i t y  o f  t h i r d  o r  a d d i ­
t i o n a l  v a r i a b le s  a f f e c t i n g  the r e l a t i o n s h i p s  can n o t  be 
ru le d  o u t .
Hypothesis  C a lso  p o s t u l a t e d  advancement l e a d e r  r e ­
wards as be ing  c a u s a l ly  r e l a t e d  to  h ig h e r  job s a t i s f a c t i o n .
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Only p a r t i a l  suppor t  was o b ta in ed  fo r  t h i s  proposed r e ­
l a t i o n s h i p .  The o v e r a l l  p a t t e r n  seems to be one o f  h igh  ad­
vancement i n s t r u m e n t a l i t y  lead in g  to in c re a s e d  s a t i s f a c t i o n .  
However only th r e e :  g ene ra l  a f f e c t i v e  tone (Ml), genera l
s a t i s f a c t i o n  w i th  pay (PAY), and p e r so n a l  competence o f  
su p e rv iso r  (S2) o f  the  s i x  s a t i s f a c t i o n  measures suppor t  
t h i s  causal  in fe r e n c e  and only one o f  th ese  (Ml) has a s i g ­
n i f i c a n t  p r e d i c t i v e  c o r r e l a t i o n  c o e f f i c i e n t .  Task a t t r a c ­
t iv e n e ss  ( J l )  d id  o f f e r  some weak a d d i t i o n a l  support  f o r  t h i s  
r e l a t i o n s h i p .  One o f  the  remaining two s a t i s f a c t i o n  measures, 
in c e n t iv e  m o t iv a t io n a l  s t a t e  (M5) seemed to  i n d i c a t e  r e c i p ­
ro c a l  c a u s a l i t y ,  and the  f i n a l  index ,  pe rson a l  p r o d u c t i v i t y  
(M4) appeared to i n d i c a t e  s a t i s f a c t i o n  as having n eg a t iv e  
causa l  p r i o r i t y  over  advancement i n s t r u m e n t a l i t y .  These i n ­
fe rences  a lso  must be tempered by the f a c t  t h a t  only one (Ml) 
o f  the s i x  dynamic c o r r e l a t i o n  c o e f f i c i e n t s  was s i g n i f i c a n t  
and s t ro n g  enough to ru le  out any la rg e  p o s s i b i l i t y  o f  ad ­
d i t i o n a l  v a r i a b le s  c o n t r ib u t in g  to the covariance  between 
advancement i n s t r u m e n t a l i t y  and s a t i s f a c t i o n .
The f i n a l  h ypo thes ized  r e l a t i o n s h i p  fo r  advancement i n ­
s t r u m e n ta l i t y  was th a t  advancement l e a d e r  rewards would be 
c a u sa l ly  r e l a t e d  to  h ig h e r  performance. The r e s u l t s  o f  t h i s  
i n v e s t i g a t i o n ,  however, f a i l  to r e v e a l  any c l e a r  o v e r a l l  p a t ­
t e r n  o f  causa l  r e l a t i o n s h i p s  between advancement l e a d e r  r e ­
ward behav io r  and performance. Two o f  the  performance i n ­
dexes: p rod u c t io n  r a t e  (P2B) and normed p o s i t i o n  (P2G),
seem to i n d i c a t e  t h a t  high performance leads  to high
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advancement i n s t r u m e n t a l i t y .  Two o th e r  measures: s u b s ta n ­
t iv e  e r r o r  r a t e  (P2D) and t e c h n ic a l  e r r o r  r a t e  (P2E) , how­
ever ,  appear to  i n d i c a t e  t h a t  high advancement l e a d e r  reward 
behav io r  leads  to  low performance. Two o th e r  indexes :  
case lo ad  (P2A) and c o n s u l t a t i v e  examination r a t e  (P2C) , 
seem to  i n d i c a t e  a p a t t e r n  o f  nega t ive  r e c i p r o c a l  c a u s a l i t y .  
And, the f i n a l  measure, t o t a l  ranking (P2F) appears  to be 
l a r g e ly  in d e te rm in a te .  In a d d i t i o n ,  t h i s  lack  o f  c l e a r  
causa l  r e l a t i o n s h i p s  i s  compounded by the t o t a l  absence o f  
any s i g n i f i c a n t  p r e d i c t i v e  and dynamic c o r r e l a t i o n  c o e f f i ­
c i e n t s .  The p o s s i b i l i t y  o f  a d d i t io n a l  v a r i a b le s  c o n t r i b u t ­
ing to  the covar iances  between the primary v a r i a b l e s  can 
no t  be ru le d  o u t .
B. Discussion  o f  Results
This s e c t i o n  focuses on a d i scu ss io n  o f  the  r e s u l t s .
The d i s c u s s io n  w i l l  be p re se n te d  in  four  p a r t s .  F indings 
dea l ing  w i th  the l e a d e r  reward behav io r  dimensions w i l l  f i r s t  
be examined w ith  reg a rd  to ro le  p e r c e p t io n s ,  fo l lowed by 
s a t i s f a c t i o n ,  then performance, and ending w ith  o th e r  gen­
e r a l  im p l i c a t io n s .
1. Leader Reward Behavior and Role P e rc ep t io n s
As was p o in te d  out in  Chapter I ,  one o f  the  major con­
t r i b u t i o n s  o f  t h i s  r e se a rc h  e f f o r t  was to f u r t h e r  develop 
the concept o f  l e a d e r  reward behav io r  v ia  the cau sa l  i n ­
v e s t i g a t i o n  o f  the  r e l a t i o n s h i p s  between the  v a r i a b le s  o f
ro le  c o n f l i c t  and ro le  ambiguity .
All  th re e  l e a d e r  reward i n s t r u m e n t a l i t i e s  ( p o s i t i v e ,  
advancement, and p u n i t iv e )  were hypothes ized  as be ing  c a u s ­
a l l y  r e l a t e d  to bo th  lower ro le  c o n f l i c t  and ro le  am biguity .  
G enerally ,  the  r e s u l t s  p rov ided  s u b s t a n t i a l  support  f o r  
these  proposed r e l a t i o n s h i p s .  Only one dominant p r e d i c t i v e  
c o r r e l a t i o n  was n o t  s i g n i f i c a n t  (RAA-PB2), and a l l  th e  f i n d ­
ings in d i c a t e d  t h a t  l e a d e r  rewards were indeed c a u s a l ly  r e ­
l a t e d  to both  lower ro le  c o n f l i c t  and ambiguity (a l though  
s t r e n g th  and i n f e r r e d  causa l  d i r e c t i o n  did v a r y ) .
These r e s u l t s  appear to both confirm and ex tend  in to  a 
causa l  framework th e  only two p re v io u s ly  re p o r ted  s tu d ie s  
o f  the r e l a t i o n s h i p s  between these  v a r ia b le s  which were 
s t a t i c  in  n a t u r e .  Sims and S z i lag y i*  re p o r te d  both  p o s i ­
t i v e  and p u n i t iv e  le a d e r  rewards to be n e g a t iv e ly  r e l a t e d
2
to ro le  am biguity ,  and K e l le r  and S z i l a g y i  found p o s i t i v e  
lead e r  rewards to  be n e g a t iv e ly  r e l a t e d  to  ro le  ambiguity .
Although the r e s u l t s  o f  t h i s  s tudy  do tend to l a r g e ly  
confirm the  h yp o th es ized  r e l a t i o n s h i p s ,  s ince  only one dy­
namic c o r r e l a t i o n  between le a d e r  reward behavior  and ro le  
p e rcep t io n  was s i g n i f i c a n t  ( r^  between PI and RC) , o u ts id e  
v a r ia b le s  cou ld  have p o s s ib ly  caused the primary v a r i a b le s  
to covary. Recent s tu d ie s  have i d e n t i f i e d  a number o f
1
H. P. Sims and A. D. S z i l a g y i ,  ’’Leader Reward Behavior 
and Subordinate  S a t i s f a c t i o n  and Perform ance.”
2
R. T. K e l l e r  and A. D. S z i l a g y i ,  "Employee Reactions 
to Leader Reward B eh av io r .”
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p o s s ib le  f a c to r s  which may moderate r e l a t i o n s h i p s  between 
ro le  p e rc e p t io n s  and in d iv id u a l  a t t i t u d e s  and b eh a v io r .
Among these  are  o r g a n iz a t io n a l  l e v e l , ^  locus o f  c o n t r o l , ^
5 6need fo r  c l a r i t y ,  needs fo r  achievement and independence,
and a b i l i t y . ^
2. Leader Reward Behavior and S a t i s f a c t i o n
P o s i t i v e  and advancement le a d e r  rewards were hypothe­
s iz e d  as being  c a u s a l ly  r e l a t e d  to h ig h e r  job s a t i s f a c t i o n  
and p u n i t iv e  l e a d e r  rewards were p r e d ic te d  to  be r e l a t e d  to 
lower job s a t i s f a c t i o n .  These proposed r e l a t i o n s h i p s  a l l  
rece ived  some su p p o r t ,  but the degree o f  support  v a r ie d  
co n s id e rab ly .
P re d ic te d  p a t t e r n s  between p o s i t i v e  i n s t r u m e n t a l i t y  
and s a t i s f a c t i o n  c l e a r l y  rece iv ed  the  most support  with  
f iv e  o f  the  s i x  s a t i s f a c t i o n  measures ( a l l  except M4)
3
W. C. Hamner and H. L. Tos i ,  "R e la t io n sh ip  o f  Role 
C o n f l ic t  and Role Ambiguity to  Job Involvement Measures," 
Journa l  o f  Applied  Psychology, Vol. 59, (1974), pp. 497-499.
4
D. W. Organ and C. N. Green, "Role Ambiguity, Locus 
o f  C on tro l ,  and Work S a t i s f a c t i o n , "  Jou rna l  o f  Applied 
Psychology, Vol. 59, (1974), pp. 101-102.
^J.  M. Ivancevich  and J .  H. Donnelly, J r . ,  "A Study o f  
Role C l a r i t y  and Need fo r  C l a r i t y  fo r  Three Occupational 
Groups," Academy o f  Management J o u r n a l , Vol. 17, (1974), 
pp. 28-36.
^T. W. Johnson and J .  E. S t in so n ,  "Role Ambiguity, Role 
C o n f l ic t  and S a t i s f a c t i o n :  Moderating E f f e c t s  on In d iv id u a l
D if fe re n c e s ,"  Jo u rn a l  o f  Applied Psychology, Vol. 60, (1975), 
pp. 329-333.
7
R. S. S chu le r ,  "The E f f e c t s  o f  Role P e rcep t ion s  on 
Employee S a t i s f a c t i o n  and Performance Moderated by Employee 
A b i l i t y . "
177
i n d i c a t i n g  an o v e r a l l  p a t t e r n  o f  p o s i t i v e  r e c i p r o c a l  c a u s ­
a l i t y .  A d d i t io n a l ly ,  f o r  these  f iv e  measures a l l  dominant 
p r e d i c t i v e  c o r r e l a t i o n s  were s i g n i f i c a n t ,  as were fou r  o f  
the  f iv e  dynamic c o r r e l a t i o n  c o e f f i c i e n t s  (and the  dynamic 
v a r i a b le  f o r  the  f i f t h  s a t i s f a c t i o n  index ,  J l , approached 
s i g n i f i c a n c e ) .
Causal in fe re n c e s  fo r  p u n i t iv e  and advancement i n ­
s t r u m e n t a l i t y  were much l e s s  c l e a r ,  bu t  the p r e d ic t e d  p a t ­
t e rn s  d id  rece iv e  p a r t i a l  suppor t .  P u n i t iv e  i n s t r u m e n t a l i t y  
and s a t i s f a c t i o n  appeared to i n t e r a c t  in  an o v e r a l l  p a t t e r n  
o f  n e g a t iv e  r e c ip r o c a l  c a u s a l i t y  and h igh  advancement i n ­
s t r u m e n t a l i t y  appeared to lead  to in c re a s e d  job s a t i s f a c t i o n .  
However, none o f  the  p r e d i c t i v e  c o r r e l a t i o n s  fo r  p u n i t iv e  
i n s t r u m e n t a l i t y  were s i g n i f i c a n t  and only  two s a t i s f a c t i o n  
indexes fo r  advancement i n s t r u m e n t a l i t y  had s i g n i f i c a n t ,  
c o r r e l a t i o n  c o e f f i c i e n t s .  In a d d i t i o n ,  th e  only  s i g n i f i c a n t  
dynamic c o r r e l a t i o n  fo r  p u n i t iv e  i n s t r u m e n t a l i t y  and s a t i s ­
f a c t io n  concerned ta sk  a t t r a c t i v e n e s s  ( J l )  which was the 
only measure which d i r e c t l y  c o n f l i c t e d  w ith  the o v e r a l l  
p a t t e r n  o f  n e g a t iv e  r e c ip r o c a l  c a u s a l i t y .  There a lso  was 
only one (Ml) s i g n i f i c a n t  dynamic c o r r e l a t i o n  c o e f f i c i e n t  
between advancement i n s t r u m e n ta l i ty  and s a t i s f a c t i o n .  The 
r e s u l t s  thus do n o t  c l e a r l y  confirm any d i r e c t  causa l  r e ­
l a t i o n s h ip s  between p u n i t iv e  and advancement i n s t r u m e n ta l ­
i t i e s  and s a t i s f a c t i o n .
Due to  t h i s  l a rg e  lack  o f  s i g n i f i c a n t  p r e d i c t i v e  and 
dynamic c o r r e l a t i o n s ,  one could sp e c u la te  t h a t  a t h i r d  or
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a d d i t i o n a l ,  v a r i a b l e s  c o n t r ib u t e d  to  the  covariance  between 
p u n i t iv e  and advancement i n s t r u m e n t a l i t y  and the  s i x  s a t i s ­
f a c t io n  measures.  Such a hypo th es is  would seem to be t h e o ­
r e t i c a l l y  in  agreement w ith  the re in fo rcem en t  t h e o r i s t s ’ 
view t h a t  v a r i a t i o n s  in  s e l f  r e p o r t  measures o f  s a t i s f a c ­
t i o n  are  the  r e s u l t  o f  the  p r e s e n t  e x is te n c e  o r  w ithdrawal
8of  r e in f o r c e r s  in  the work environment. In a d d i t io n  to the 
le a d e r  reward b ehav io r  dimensions employed in  the p r e s e n t  
s tudy ,  a d d i t i o n a l  inform al r e i n f o r c e r s  (such as in form al  
work groups) p r e s e n t  in  the work environment could  a l so  
have a d i r e c t  impact on both  the s p e c i f i c  a t t i t u d i n a l  r e ­
f e r e n t s  in  the  job s i t u a t i o n  as measured by the s e l f - r e p o r t  
measure o f  s a t i s f a c t i o n  u t i l i z e d  in  t h i s  s tudy as w e l l  as 
genera l  i n t e r n a l  c o g n i t iv e  s t a t e s .
The r e s u l t s  f o r  p o s i t i v e  l e a d e r  rewards (and to  l e s s e r  
degrees advancement and p u n i t iv e  l e a d e r  rewards) and s a t i s ­
f a c t io n  re c e iv e d  some genera l  support  from both expectancy 
theory  and o pe ran t  c o n d i t io n in g  frameworks. In expectancy 
th eo ry  term inology  p o s i t i v e  and advancement l e a d e r  reward 
behavior  could  be seen as p o s i t i v e l y  v a le n t  to the s u b o rd i ­
n a t e s ,  and hence s a t i s f y i n g  --. .and p u n i t iv e  le a d e r  reward 
behav ior  could  be seen as n e g a t iv e ly  v a l e n t ,  and hence d i s ­
s a t i s f y i n g .  Within an o peran t  c o n d i t io n in g  framework, one
o
See fo r  example, A. Bandura, P r i n c i p l e s  o f  Behavior 
M o d i f ic a t io n ; H. J .  Reitz  and W. E. S c o t t ,  J r . ,  " E f fe c t s  o f  
Contingent and Non-Contingent Rewards on the R e la t io n sh ip  
Between S a t i s f a c t i o n  and Task Perform ance ,” Jou rna l  o f  
Applied Psychology, Vol. 55, (1971), pp. 5 31-5 36; and B. F. 
Sk inner ,  Contingencies  o f  Reinforcement: A T h e o r e t i c a l
Analysis  (.New Vork: A pp le to n -C en tu ry -C ro f ts , 1969) .
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would normally  expec t  p o s i t i v e  re in fo rcem en t  (analogous to 
p o s i t i v e  and advancement le a d e r  reward behavior)  to be s a t ­
i s f y in g  to s u b o rd in a te s  and punishment (analogous to p u n i ­
t iv e  le a d e r  reward behav ior)  to be d i s s a t i s f y i n g  to su b o r ­
d in a te s  .
The r e s u l t s  o f  t h i s  i n v e s t i g a t i o n  d ea l ing  w ith  l e a d e r
reward behav io r  and s a t i s f a c t i o n  a l so  are  g e n e ra l ly  in
agreement w ith  most o f  the  s tu d ie s  which d e a l t  s p e c i f i c a l l y
g
with  le a d e r  reward c o n t in g e n c ie s .  For example, R e i tz  and
Wallin and P e te rs*^  re p o r te d  se v e ra l  s i g n i f i c a n t  p o s i t i v e
r e l a t i o n s h i p s  between p o s i t i v e  and advancement co n t in g en c ie s
and subord ina te  s a t i s f a c t i o n  and K e l l e r  and S z i lagy i**  found
p u n i t iv e  l e a d e r  reward behav io r  to ’cause lower s a t i s f a c t i o n
with work, s u p e rv i s io n ,  and the o v e r a l l  job .  Here, i t  might
be remembered t h a t  s e v e ra l  o f  the  p rev ious  s tu d ie s  ( i . e . ,
12Sims and S z i la g y i  ) d id  f in d  some s u r p r i s i n g l y  s i g n i f i c a n t  
p o s i t i v e  r e l a t i o n s h i p s  between p u n i t iv e  le a d e r  reward b e ­
h av io r  and s a t i s f a c t i o n ,  bu t  in  the p r e s e n t  s tudy only one 
v a r ia b le  ( J l )  gave any i n d ic a t i o n  o f  t h i s  p o s s i b i l i t y  (here
g
H. J .  R e i t z ,  "Managerial A t t i tu d e s  and Perce ived  Con­
t in g e n c ie s  Between Performance and O rg an iza t io n a l  Response."  .
*^J. A. W allin  and M. H. P e t e r s ,  "The R e la t io n sh ip  Be­
tween Performance, S a t i s f a c t i o n ,  and Superv isory  S ty le  in  a 
Large Public  Agency."
**R. T. K e l l e r  and A. D. S z i l a g y i ,  "A Longitud ina l  
Study o f  Leader Reward Behavior,  Subordinate  E xp ec tanc ie s ,  
and S a t i s f a c t i o n , "  'Personnel' Psychology, Vol. 31, (1978), 
pp. 119-129.
12 H. P. Sims and A. D. S z i l a g y i ,  "Leader Reward Behav­
i o r  and Subord inate  S a t i s f a c t i o n  and Performance."
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the dominant p r e d i c t i v e  c o r r e l a t i o n ,  PA2-JB1, was p o s i t i v e ,  
bu t  n o n s i g n i f i c a n t . )
3. Leader Reward Behavior and Performance
The h y po thes ized  r e l a t i o n s h i p s  between p o s i t i v e  and 
advancement l e a d e r  rewards and performance were t h a t  they 
( l e a d e r  rewards) would be c a u s a l ly  r e l a t e d  to  h ig h e r  job 
performance. On the o th e r  hand, p u n i t iv e  l e a d e r  rewards 
were p r e d ic te d  to  be c a u s a l ly  r e l a t e d  to  lower job p e r ­
formance.
The r e s u l t s  o f  t h i s  i n v e s t i g a t i o n ,  however, do n o t  con­
firm  any d i r e c t  ca u sa l  r e l a t i o n s h i p s  between le a d e r  reward 
behav iors  ( p o s i t i v e ,  advancement o r  p u n i t iv e )  and perform ­
ance. In f a c t ,  among a l l  th ree  l e a d e r  reward measures, 
only one dominant p r e d ic t i v e  c o r r e l a t i o n  c o e f f i c i e n t  (PA2C- 
PB1) i s  s i g n i f i c a n t  and no dynamic c o r r e l a t i o n  c o e f f i c i e n t  
reached s i g n i f i c a n c e .
P o s i t iv e  l e a d e r  rewards give some in d i c a t i o n  t h a t  the 
most l i k e l y  causa l  r e l a t i o n s h i p s  between p o s i t i v e  i n s t r u ­
m e n ta l i ty  and performance i s  t h a t  high performance leads  
to in c re a se d  p o s i t i v e  i n s t r u m e n t a l i t y .  The o v e r a l l  im­
p re s s io n  fo r  p u n i t iv e  le a d e r  rewards tends to somewhat i n ­
d ic a te  p u n i t iv e  i n s t r u m e n ta l i ty  le a d in g  to in c re a se d  p e r ­
formance r a t h e r  than to the a n t i c i p a t e d  re d u c t io n  in  p e r ­
formance. Causal r e l a t i o n s h i p s  between advancement l e a d e r  
rewards and performance appear to be in d e te rm in a te ,  but 
th e re  i s  some very  s l i g h t  i n d i c a t i o n  t h a t  i f  a r e l a t i o n s h i p
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e x i s t s  i t  might ten d  to be a p o s i t i v e  one. For advancement 
i n s t r u m e n ta l i ty  two performance indexes (P2B and P2G) o f f e r  
some support  f o r  h igh performance lead in g  to high advance­
ment i n s t r u m e n t a l i t y  and two o th e r  measures (P2A and P2C) 
seem to  give some in d i c a t i o n  o f  r e c ip r o c a l  p o s i t i v e  ca u s ­
a l i t y  .
However, as mentioned e a r l i e r , '  the r e s u l t s  o f ' t h i s  
study c l e a r l y  f a i l  to confirm any d i r e c t  causal  r e l a t i o n ­
ships between the th re e  l e a d e r  reward behaviors  and the 
seven indexes o f  performance. I f  one does look f u r t h e r ,  
however, a t  what sketchy  in fe ren ces  are a v a i l a b l e ,  i t  can 
be seen t h a t  the only r e l a t i o n s h i p  t h a t  d i r e c t l y  runs con­
t r a r y  to the  hypo thes ized  c o n d i t io n s  i s  t h a t  d ea l in g  w ith  
p u n i t iv e  l e a d e r  rewards.  Again, here  the  i n d i c a t i o n  appears  
to be t h a t  p u n i t iv e  i n s t r u m e n ta l i ty  leads  to in c re a s e d  p e r ­
formance. One could  s p e c u la te ,  i f  t h i s  i s  indeed the  c a se ,  
t h a t  based  upon p a s t  re in fo rcem ent  h i s t o r y  and c o n d i t io n in g ,  
employees expect  and p e rce iv e  p u n i t iv e  behav ior  as a common 
su pe rv iso ry  p r a c t i c e .  -Such p u n i t iv e  a c t io n  could  be seen 
as an ac cep tab le  means o f  f a c i l i t a t i n g  h ig h e r  performance 
l e v e l s .  One could  f u r t h e r  t h e o r i z e  t h a t  ro le  p e rcep t io n s  
may be an im portan t  in te rv e n in g  v a r ia b le  a f f e c t i n g  r e l a t i o n ­
ships between p u n i t iv e  i n s t r u m e n ta l i ty  and subord ina te  p e r ­
formance. Here, h igh  p u n i t iv e  i n s t r u m e n ta l i ty  might le a d  
to reduced r o l e  c o n f l i c t  and ro le  ambiguity which might in  
tu rn  l e a d  to  in c re a s e d  performance.
A major t h r u s t  o f  the r e s u l t s  on the r e l a t i o n s h i p s
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between the  th re e  l e a d e r  reward behav iors  and performance i s  
t h a t  a d d i t i o n a l  o u ts id e  v a r i a b le s  appear  to have been l i k e l y  
to have caused th ese  primary v a r i a b le s  to  covary. This i s  
supported  by the t o t a l  absence o f  any s i g n i f i c a n t  dynamic 
c o r r e l a t i o n  c o e f f i c i e n t s .  Considering  the  n a tu re  o f  the 
s u b je c t  d i s a b i l i t y  exam iners’ jo b s ,  i t  c e r t a i n l y  seems l i k e l y  
t h a t  o th e r  v a r ia b le s  could  have in f lu e n c e d  the r e l a t i o n s h i p s  
between le a d e r  reward behav io r  and performance. For example, 
examiner performance i s  l i k e l y  no t  only to be in f lu e n c e d  by 
pe rce iv ed  reward i n s t r u m e n t a l i t i e s ,  bu t  a l so  by a d d i t i o n a l  
f a c to r s  such as volume o f  case i n t a k e ,  n a tu re  o f  a l l e g e d  
medical d i s a b i l i t i e s ,  e x t e n t  o f  e a r l y  medical development 
conducted a t  s o c i a l  s e c u r i t y  d i s t r i c t  o f f i c e s ,  need fo r  con­
s u l t a t i v e  exams, and amount o f  coope ra t ion  re ce iv ed  from 
c la im a n ts ,  a t t e n d in g  p h y s ic ia n s ,  and t rea tm en t  f a c i l i t i e s .
These weak r e l a t i o n s h i p s  found between l e a d e r  reward be ­
hav io rs  and performance are a lso  c o n s i s t e n t  w ith  o th e r  p r e v i ­
ous s tu d ie s  which examined th e se  p e rce iv ed  con t in g enc ies  and
performance. G enera l ly ,  i n s t r u m e n t a l i t i e s  have been more con-
13s i s t e n t l y  r e l a t e d  to s a t i s f a c t i o n  than to performance.
4. A dd i t io n a l  General Im p l ica t io ns
In a d d i t i o n ,  the f ind ing s  o f  the  p re s e n t  re sea rch  tend
13For example, see H. P. Sims, and A. D. S z i l a g y i ,
"Leader Reward Behavior and Subordinate  S a t i s f a c t i o n  and 
Perform ance,” and J .  A. Wallin  and M. H. P e t e r s ,  "The Re­
l a t i o n s h ip  Between Performance, S a t i s f a c t i o n ,  and Super­
v iso ry  S ty le  in  a Large P ub l ic  Agency."
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to  p rovide  some f u r t h e r  support  to the view t h a t  p o s i t i v e  
rewards are  more powerful than n eg a t iv e  rewards f o r  the  ex ­
p la n a t io n  o f  employee a t t i t u d e s  and behav io r  in  o rg a n iz a ­
t i o n s .  In t h i s  s tudy  t h i s  was p a r t i c u l a r l y  t ru e  f o r  r e ­
l a t i o n s h ip s  between p o s i t i v e  i n s t r u m e n t a l i t y  and s a t i s f a c ­
t i o n .  This r e s u l t  i s  c o n s i s t e n t  w ith  p r i o r  r e se a rc h  in  a
f i n a n c ia l  o rg a n iz a t io n ,* ^  l a rg e  h o s p i t a l , * ^  p u b l ic  agency,*^
17 18l a rg e  m anufacturing  o r g a n iz a t io n ,  and a garment p l a n t .\
Also, the r e s u l t s  o f  the  da ta  a n a ly s i s  appear to  p ro -  
’ vide a d d i t i o n a l  support  fo r  the  argument a g a in s t  the  common 
p r a c t i c e  o f  i n t e r p r e t i n g  s i g n i f i c a n t  s t a t i c  c o r r e l a t i o n s  
between l e a d e r s h ip  measures and o th e r  v a r ia b le s  as i n d i c a t ­
ing t h a t  the l e a d e r s h ip  dimensions caused the o th e r  v a r i ­
a b l e s .  This was the idea  behind the r e c ip ro c a l  c a u s a t io n  
approach t o . l e a d e r s h i p  d i scu ssed  in  Chapter I ,  and s e v e ra l  
in s ta n c e s  o f  r e c i p r o c a l  c a u sa t io n  were found in  the p r e s e n t  
s tudy .  For example, p o s i t i v e  i n s t r u m e n ta l i ty  and r o l e  con­
f l i c t  i n t e r a c t e d  in  a p a t t e r n  o f  n eg a t iv e  r e c ip r o c a l
14H. J .  R e i t z ,  "Managerial A t t i tu d e s  and P e rce iv ed  
Contingencies  Between Performance and O rg a n iza t io n a l  Res­
ponse ."
*SH. P. Sims and A. D. S z i l a g y i ,  "Leader Reward Behav­
i o r  and Subord inate  S a t i s f a c t i o n  and Performance."
1 6 J .  A. Wallin  and M. H. P e t e r s ,  "The R e la t io n s h ip  Be­
tween Performance, S a t i s f a c t i o n ,  and Superv isory  S ty le  in  a 
Large P u b l ic  Agency."
*^R. T. K e l le r  and A. D. S z i l a g y i ,  "A L ong i tud ina l  
Study o f  Leader Reward Behavior,  Subordinate  E x p ec tan c ie s ,  
and S a t i s f a c t i o n . "
18K. E. Curran and J .  A. W all in ,  "P erce ived  Ins trum en­
t a l i t i e s  Between Leader Reward Behavior and Worker S a t i s ­
f a c t io n  ."
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c a u s a l i t y ,  and the  o v e r a l l  p a t t e r n  between p o s i t i v e  l e a d e r  
rewards and job s a t i s f a c t i o n  was one o f  p o s i t i v e  r e c ip r o c a l  
c a u s a l i t y .  Some suppor t  was a lso  o f f e r e d  fo r  p u n i t iv e  i n ­
s t r u m e n ta l i t y  and s a t i s f a c t i o n  i n t e r a c t i n g  in  an o v e r a l l
p a t t e r n  o f  neg a t ive  r e c ip r o c a l  c a u s a l i t y .  These r e s u l t s
19are  c o n s i s t e n t  w ith  those o f  K e l le r  and S z i l a g y i  who a lso  
found n eg a t iv e  mutual c a u s a t io n  between p u n i t iv e  l e a d e r  r e ­
ward behav ior  and s a t i s f a c t i o n  and p o s i t i v e  mutual c a u s a t io n  
between p o s i t i v e  l e a d e r  reward behav io r  and s a t i s f a c t i o n .
F in a l ly ,  these  le ad e r - re w ard  behav io r  r e l a t i o n s h i p s  
a lso  appear to  have im por tan t  im p l ic a t io n s  fo r  the  p r a c t i c ­
ing manager in  a reas  such as le a d e r sh ip  t r a i n i n g  and manage­
ment by o b j e c t iv e s .  One o f  the  reasons t h a t  su b o rd ina te  i n ­
s t r u m e n t a l i t i e s  a re  so im portan t  i s  t h a t  they can be g r e a t ly  
in f lu en ce d  by the p o l i c i e s  and p r a c t i c e s  o f  o rg a n iz a t io n s .  
Here, the da ta  suggest  t h a t  i t  would probably  be wise to :  
e s t a b l i s h  c l e a r l y  v i s a b le  reward systems t h a t  w i l l  be seen 
in  s i m i l a r  ways by most peop le ;  s t r u c t u r e  rewards so t h a t  
they s t im u la te  r a t h e r  than i n h i b i t  d e s i r e d  subo rd in a te  b e ­
h a v io r ;  t e l l  employees what they should do to get rewarded; 
provide feedback reg a rd in g  goal achievement; r e in f o r c e  de­
se rv in g  behav io r  w ith  a p p ro p r ia te  rewards; and accen tu a te  
the  p o s i t i v e .  O rgan iza t ions  shou ld ,  in  s h o r t ,  co n s id e r  the  
impact o f  p o l i c i e s  and p r a c t i c e s  on subord ina te  ins t rum en­
t a l i t i e s  before  i n s t i t u t i n g  them. Each new a c t io n
^ R .  T. K e l le r  and A. D. S z i l a g y i ,  "A Longitud ina l  
Study o f  Leader Reward Behavior,  Subordinate  E xpec tanc ies ,  
and S a t i s f a c t i o n . ”
p o t e n t i a l l y  can in f lu e n c e  i n s t r u m e n t a l i t i e s  and, as a r e s u l t  
can a l t e r  subo rd in a te  a t t i t u d e s  and b e h a v io r .  O rgan iza t ions  
should n o t  take a c t io n s  in  any o f  t h e i r  programs which w i l l  
reduce the  degree to which fav o rab le  outcomes are  seen to re 
s u i t  from good performance.
C. L im ita t io n s
The r e s u l t s  o f  t h i s  s tudy  must be viewed in  l i g h t  o f  
t h e i r  l i m i t a t i o n s .  One o f  the  major l i m i t a t i o n s  o f  t h i s  
s tudy concerns the n a tu re  o f  the  a n a l y t i c a l  procedures  
chosen. The techn iques  o f  c ro s s - la g g e d  c o r r e l a t i o n s ,  c o r ­
r e c te d  c ro s s - la g g e d  c o r r e l a t i o n s ,  and dynamic c o r r e l a t i o n s  
do no t  prove c a u s a l i t y  between two v a r i a b l e s .  These s t a ­
t i s t i c a l  methods can only provide p a r t i a l  causa l  in fe re n c e s  
regard ing  ca u sa l  in f lu e n c e .  They are  n o t  conc lus ive  t e s t s  
o f  c a u s a l i t y .
C losely  r e l a t e d  to t h i s  were the  problems o f  s e l e c t i n g  
an a p p ro p r ia te  time lag  and the choice  o f  v a r ia b le s  to use 
as t h i r d  v a r i a b le s  (Z) in  the computation o f  c o r r e c te d  c ross  
lagged c o r r e l a t i o n  c o e f f i c i e n t s .  In bo th  in s t a n c e s ,  while 
some g u id e l in e s  were a v a i l a b l e ,  the r e s e a r c h e r  had to  a t  
l e a s t  in  p a r t  r e ly  on i n t u i t i o n  and convenience as gu ides .
Also, the r e l a t i v e l y  small sample s i z e  o f  t h i s  s tudy
(n = 53) was somewhat o f  a l i m i t i n g  f a c t o r .  For example,
20the  P earson -F i lon  method fo r  computing s t a t i s t i c a l
20 D. Kenny, "Cross-Lagged Panel C o r r e la t io n :  A Tes t
fo r  S p u r io u sn ess ."
186
d i f fe re n c e s  between c o r r e c te d  c ro ss - la g g e d  c o r r e l a t i o n s  r e ­
q u ires  a l a rg e  sample s iz e  (n—1 0 0 ) .
F i n a l ly ,  the  f ind ing s  o f  t h i s  s tudy were drawn from a 
s in g le  p u b l i c  agency. T here fo re ,  g e n e ra l i z a t io n s  o f  these  
f ind ings  to o t h e r  o rg a n iz a t io n s  should  be done w ith  c a re .
D. Future D irec t ion s
In s p i t e  o f  th e se  l i m i t a t i o n s ,  t h i s  re sea rch  has n e v e r ­
th e le s s  p rov ided  f u r t h e r  i n d i c a t i o n  o f  the importance o f  
le a d e r  reward b eh a v io r  in  o rg a n iz a t io n a l  s e t t i n g s .  Future 
re sea rch  o f  l e a d e r  reward behav io r  r e l a t i o n s h i p s  c e r t a i n l y  
seems w ar ran ted .
R e p l ic a t io n s  o f  the  p r e s e n t  s tudy  among d i f f e r e n t  sam­
p le s  are n ec e ssa ry  befo re  any a t tem pts  a t  g e n e ra l i z a t io n s  
can be made. A d d i t io n a l  s tu d ie s  o f  r e l a t i o n s h i p s  between 
le ad e r  reward behav io rs  and ro le  p e rcep t io n s  appear to  be 
p a r t i c u l a r l y  needed.
Also, f u tu r e  r e se a rc h  should a t tem pt to i n v e s t i g a t e  
the impact o f  a d d i t i o n a l  moderating v a r ia b le s  oh the r e l a ­
t io n s h ip s  between su p e rv iso ry  reward behav ior  and employee 
a t t i t u d e s  and b e h a v io r .  For example, one could hypo thes ize
t h a t  i n t e r n a l l y  o r i e n t e d  subord ina tes  (as measured with
21R o t t e r ' s  locus o f  co n t ro l  in s t rum en t  ) would p e rce ive  
s t ro n g e r  p o s i t i v e  i n s t r u m e n t a l i t i e s  than e x t e r n a l ly  o r i e n t e d  
su b o rd in a te s ,  and thus would e x h i b i t  h ig her  l e v e l s  o f
21 J .  B. R o t te r ,  "G enera lized  Expectancies  fo r  I n t e r n a l  
Versus E x te rn a l  C ontro l  o f  Reinforcement," P sycholog ica l  
Monographs, Vol. 80 (1966), Whole No. 609.
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s a t i s f a c t i o n  and perform ance .
Time lag  i n t e r v a l s  between da ta  c o l l e c t i o n  per iods  
should a lso  be v a r i e d  in  fu tu re  r e se a rc h  in  o rd e r  to  get 
in c re a sed  i n s i g h t  in to  the time sequence invo lved  in  any 
causa l  r e l a t i o n s h i p  between the  v a r ia b le s  under i n v e s t i g a ­
t io n .
The l a t e s t  in  causa l  i n v e s t i g a t i o n  frameworks should 
a d d i t i o n a l l y  be employed whenever p o s s ib le  to a id  s t a t i s t i ­
ca l  in fe r e n c e s .  For example, in  a d d i t io n  to c ro ss - la g g e d  
c o e f f i c i e n t s ,  Kenny c o r r e c t e d  c ro s s - la g g e d  c o r r e l a t i o n  co ­
e f f i c i e n t s ,  and dynamic c o r r e l a t i o n  c o e f f i c i e n t s ,  the 
22Pearson -F i lon  method o f  computing s t a t i s t i c a l  d i f f e r ­
ences between c o r r e c te d  c ro s s - la g g e d  c o r r e l a t i o n s  and the 
2 3Yee and Gage frequency-of-change-in-product-m oment method 
to t e s t  fo r  causa l  d i r e c t i o n  and incongruen t  in f lu ence  
might a lso  be employed.
F in a l ly ,  th e r e  appears to be a need f o r  supplementary 
la b o ra to ry  s tu d ie s  and f i e l d  experiments to provide  a d d i ­
t i o n a l  p r e c i s e  in fo rm at ion  from which in fe re n c e s  o f  c a u s ­
a l i t y  can be improved.
In sum, the f in d in g s  o f  t h i s  s tudy g e n e ra l ly  support  
the importance o f  l e a d e r  reward i n s t r u m e n t a l i t i e s ,  bu t  a t  
the same time they  a l s o  confirm th a t  th e re  i s  s t i l l  much
22 D. Kenny, "Cross-Lagged Panel C o r r e la t io n :  A Test
fo r  S pur iousness ."
2 3A. H. Yee and N. L. Gage, "Techniques fo r  E s t im a t ­
ing the Source and D ire c t io n  o f  Causal In f luen ces  in  Panel 
D ata ,"  P sycholog ica l  B u l l e t i n , Vol. 70 (1968), pp. 115-126.
to be le a rn ed  about the p o s s ib le  ca u sa l  r e l a t i o n s h i p s  be 
tween l e a d e r  reward behav io r  and subord ina te  r o le  percep 
t i o n s ,  s a t i s f a c t i o n ,  and performance.
BIBLIOGRAPHY
Adams, E. E. and W. E. S c o t t ,  "The A p p l ica t io n  o f  Behavioral  
C ondit ion ing  Procedures to the  Problems o f  Q ua l i ty  Con­
t r o l , "  Academy o f  Management J o u r n a l , Vol. 4, (1971), 
pp. 175-193.
Adams, J .  S . ,  " I n e q u i ty  in  S o c ia l  Exchange," in  L. Berko-
w itz  ( e d . ) ,  Advances in  Experimental S o c ia l  Psychology, 
Vol. 2, (New York: Academic P re s s ,  1965).
A ld i s ,  0 . ,  "Of Pigeons and Men," Harvard Business Review, 
Vol. 39, (1961), pp. 59-63.
Bandura, A .,  P r in c ip l e s  o f  Behavior M o d i f ic a t io n , (New York: 
H o l t ,  R inehart  and Winston, 1969).
Barnard, C. I . ,  The Functions o f  the Executive  (Cambridge, 
Mass. :  Harvard U n iv e r s i ty  t r e s s ,  1938).
Barrow, J .  C . ,  "Worker Performance and Task Complexity as
Causal Determinants o f  Leader Behavior S ty le  and F lex­
i b i l i t y , "  Jo u rn a l  o f  Applied Psychology, Vol. 61,
(1976), pp. 433-440.
Behling ,  0 .  and C. S ch r iesh e im ? O rg a n iza t io n a l  B ehav ior , 
Theory, Research and A p p l i c a t i o n , (Boston: Allyn and 
Bacon, I n c . ,  19 76).
Bennis,  W. G., "Leadership  Theory and A d m in is t ra t iv e  Behav­
i o r , "  A d m in is t ra t iv e  Science Q u a r t e r l y , Vol. 4, (1959), 
pp. 259-301.
Blake, R. R. and J .  S. Mouton, B u i ld ing  A Dynamic Corpora­
t i o n  Through Grid O rgan iza t ion  Development (Reading, 
Mass. :  Addison-Wesley P ub l ish in g  Company, 1969).
Blake, R. R. and J .  S. Mouton, The Managerial Grid (Houston, 
Texas: Gulf P u b l ish in g  Company, 1964).




Bowers, D. G. and S. E. Seashore ,  " P r e d ic t in g  O rg an iza t io na l  
E f f e c t iv e n e s s  With A Four-Fac tor  Theory o f  L eadersh ip ."  
A d m in is t ra t iv e  Science Q u a r t e r l y . Vol. 11, (1966), 
pp. 238-263.
Brethower, D. M., Behaviora l  Analysis  in  Business and I n ­
d us t ry :  A T o ta l  Performance System  ̂ (Kalamazoo, Mich-
i  gan: B ehavorde l ia ,  19 72).
B u t t e r f i e l d ,  D. and G. F a r r i s ,  "The L ik e r t  O rg a n iza t io n a l
P r o f i l e :  Methodological A nalysis  and Test  o f  System 4
Theory in  B r a z i l , "  Journa l  o f  Applied  Psychology, Vol. 
59,. (1974), pp. 15-13:---------------  -------------------
Campbell, D. T. and J .  C. S tan ley ,  Experimental and Q uasi- 
Experimental Designs fo r  Research and Teaching (.New 
York: Rand-McNally, 196 3).
C a r ly le ,  T . , Heroes and Hero Workship (Boston: Adams, 190 7-
O r ig in a l  1&41).
C a r t e r ,  L. and M. Nixon, " A b i l i t y ,  P e r c e p tu a l ,  P e r s o n a l i t y
and I n t e r e s t  Fac tors  A ssoc ia ted  w ith  D i f f e r e n t  C r i t e r i a  
o f  L ea d e rsh ip ,"  Jo u rna l  o f  Applied Psychology, Vol. 27, 
(1949), pp. 377-3W .
C herr ing ton ,  D. L . ,  H. J .  R e i t z ,  and W. S c o t t ,  " E f fe c t s  o f  
Reward and Contingent Reinforcements on S a t i s f a c t i o n  
and Task Performance,"  Jou rna l  o f  Applied  Psychology, 
Vol. 55, (1971), pp. 5 31-536.
Curran, K. E. and J .  A. W all in ,  "P erce ived  I n s t r u m e n t a l i t i e s  
Between Leader Reward Behavior and Worker S a t i s f a c t i o n , "  
S o u th eas te rn  AIDS Proceed ings ,  J a c k s o n v i l l e ,  F lo r id a ,  
(1978), pp. 50-52.
Curran, K. E . ,  J .  A. Wallin and R. D. Johnson, "Employee 
A t t i tu d e s  as Pe rce ived  Contingencies  Between P e r f o r ­
mance and O rg a n iza t io n a l  Response, paper  p re se n te d  a t  
the Rocky Mountain Psycholog ica l  A sso c ia t io n  Meeting, 
Phoenix, Arizona,  (1976). .
Downey, H. K., J .  E. Sheridan ,  and J .  W. Slocum, "The Path-  
Goal Theory o f  Leadership :  A L o ng i tud ina l  A n a ly s i s , "
O rg a n iza t io n a l  Behavior and Human Performance, Vol. 16 
C l9 7'6)” p'pT' I T 6 - I 7 6 .
Dubin, R . , "S uperv is ion  and P ro d u c t iv i ty :  Em pir ica l  Findings
and T h e o re t ic a l  C o n s id e ra t io n s ,"  in  R. Dubin, G. C. 
Homans, F. C.. Mann, and R. M i l l e r  ( e d s . ) ,  Leadership in  
P r o d u c t iv i ty :  Some Facts o f  Indus'tr i 'al '  LiTe (San Fran-
c i s c o : Chandler Pub l ish ing  Company, 1965), pp. 1-50.
Evans, M. G., "The E f f e c t s  o f  Superv isory  Behavior on the 
Path-Goal R e l a t i o n s h ip , "  O rg a n iza t io n a l  Behavior and 
Human Perform ance, (1970) , p p . 277-298.
F a r r i s ,  G. F. and F. G. Lim, J r . ,  " E f fe c t s  o f  Performance 
on L eadersh ip ,  Cohesiveness ,  I n f lu e n c e ,  S a t i s f a c t i o n ,  
and Subsequent Performance, Jo u rn a l  Of Applied  Psy­
chology, Vol. 53, (1969),  pp. 490-49*/.
Feldman, J . ,  "C o n s id e ra t io n s  in  the  Use o f  Causal-
C o r r e l a t i o n a l  Techniques in  Applied Psychology,"
Jou rna l  o f  Applied  Psychology, Vol. 60 (1975) p. 6 6 6 .
F e r s t e r ,  C. B. and B. F. S k inner ,  Schedules o f  Reinforcement 
(New York: A p p le to n -C en tu ry -C ro f ts , 195 7).
\
F i e d l e r ,  F. E . ,  A Theory o f  Leadership E f f e c t i v e n e s s , (New 
York: McGraw-Hill Book Company, 1967).
F i e d l e r ,  F. E . ,  "Engineer  the  Job to F i t  the Manager,"
Harvard Business Review, Vol. 43, (1965), pp. 115-122.
F ie d l e r ,  F. E . ,  "Note on the  Methodology o f  the  Graen, O rr is  
and Alvares S tu d ie s  T es t in g  the Contingency Model," 
Journa l  o f  Applied  Psychology, Vol. 55, (1971), pp. 202 
204 .
F i e d l e r ,  F. E . ,  " P e r s o n a l i t y ,  M ot iva t iona l  Systems, and Be­
h av io r  o f  High and Low LPC P e rso n s ,"  Human R e la t io n s ,  
Vol. 25, (1972), pp. 391-412.
F i e d l e r ,  F. E . ,  " P r e d ic t i n g  the E f f e c t s  o f  Leadership T ra in ­
ing  and Exper iences  from the Contingency Model: A
C l a r i f i c a t i o n , "  Jo u rn a l  o f  Applied  Psychology, Vol. 57,
(1973), pp. 110-113.
F ie d l e r ,  F. E . ,  "V a l id a t io n  and Extension  o f  the  Contingency 
Model o f  Leadersh ip  E f f e c t i v e n e s s ;  A Review o f  Empir­
i c a l  F in d in g s ,"  Psycho log ica l  B u l l e t i n , Vol. 76, (1971) 
pp. 128-148.
Fleishman, E. A . ,  "Twenty Years o f  C on s ide ra t ion  and S trucr  
t u r e , "  in  C urren t  Developments in  the Study o f  Leader­
sh ip  , E. A. Fleishman and J .  G. Hunt, e d s . ,  (Carbondale 
Southern I l l i n o i s  U n iv e r s i ty  P re s s ,  1973), pp. 1-40.
Fleishman, E. A. and E. F. H a r r i s ,  " P a t te rn s  o f  Leadership 
Behavior R e la ted  to  Employee Grievances and Turnover,"  
Personnel Psychology , Vol. 15 (1962),  pp. 43-56.
Fleishman, E. A. and D. R. P e t e r s ,  " I n te r p e r s o n a l  Values, 
Leadership A t t i t u d e s ,  and Managerial S u c c e s s , Person­
n e l  Psychology, Vol. 15, (1962), p .  130.
Fleishman, E. A . ,  E. F. H a r r i s  and H. E. B u r t t ,  Leadership 
and Superv is ion  in  I n d u s t r y , (Columbus: The Ohio
S ta te  U n iv e r s i ty ,  Bureau o f  E duca t iona l  Research,
195S).
Gamboa, V., "Beyond Skinner w ith  D ign ity :  An I n v e s t ig a t i o n
of  the  A p p l ica t io n  o f  Behavior M od if ica t ion  in  Indus­
t r i a l  S e t t i n g s , "  unpublished  d o c to ra l  d i s s e r t a t i o n ,  
U n iv e rs i ty  o f  Michigan, (1974).
Gayin, J .  F . ,  " A b i l i t y ,  E f f o r t ,  and Role P ercep t ion  as Ante­
cedents  o f  Job Performance,"  Experimental P u b l ic a t io n  
System, Vol. 5, (19 70), MS. No. 190A, 1-26.
Georgopoulous, B. S . ,  G. M. Mahoney and N. W.‘ Jones ,  "A
Path-Goal Approach to P r o d u c t i v i t y , "  Jou rna l  o f  Applied 
Psychology, Vol. 41 (1957), pp. 345-353.
Gibb, C .,  "L ead e rsh ip ,"  in  The Handbook o f  S o c ia l  Psychology, 
2nd e d . , Vol. 4, G. Lindzey and E. Aronson, ( e d s .) 
(Reading, Mass.: Addison Weslty , 1969), p. 271.
Gibb, C. A .,  "The P r in c ip l e s  and T r a i t s  o f  L eadersh ip ,"  
Jo u rn a l  o f  Abnormal and S o c ia l  Psychology, Vol. 42,
(194 7),  pp. 267-2 84.
Gouldner, A. W., "The Norm o f  R e c ip r o c i ty , "  American S o c i ­
o lo g i c a l  Review, Vol. 25, (1960), pp. 161-178.
Graen, G., " I n s t r u m e n ta l i t y  Theory o f  Work M otivat ion :  Some
Experimental Resu lts  and Suggested M o d i f ic a t io n s ,"  
Jou rna l  o f  Applied Psychology, Vol. 53, (1969), pp. 1-25
Graen, G., J .  B. O r r i s ,  and K. A lv a re s ,  "Contingency Model
o f  Leadership  E f f e c t iv e n e s s :  Some Experimental R e s u l t s ,
Jou rna l  o f  Applied Psychology, Vol. 55, (1971), pp. 196- 
W T .
Graen, G. K . , K. A lvares ,  J .  B. O rr is  and J .  A. M a r te l l a ,
"Contingency Model o f  Leadership  E f f e c t iv e n e s s :  Ante­
cedent and E v id e n t ia l  R e s u l t s , "  P sycho log ica l  B u l l e t i n ,  
Vol. 74, (1970), pp. 285-296.
Gray, J .  L. and F. A. S ta rk e ,  O rg a n iza t io n a l  Behavior,  Con­
cep ts  and' A p p l ica t io ns  , (Columbus, Ohio: Charles  E .
M err i l  P ub l ish ing  Company, 19 77).
Greene, C. N.,  "A Longi tud ina l  Analys is  o f  R e la t io n sh ip s  
Among Leader Behavior and Subord inate  Performance and 
S a t i s f a c t i o n , "  Academy o f  Management P roceed ings ,
1973, pp. 433-4TU"!
193
Greene, C. N.,  "Disenchantment With Leadership Research:
Some Causes, Recommendations, and New D i r e c t io n s , "  
paper  p re se n te d  a t  Fourth B iennia l  Leadership Sym­
posium, Southern I l l i n o i s  U n iv e r s i ty ,  Carbondale,
October 27, 1976.
Greene, C. N.,  "The Path-Goal Theory o f  Leadership :  A
R e p l ic a t io n  and an Analysis  o f  C a u s a l i ty , "  paper  p r e ­
sen ted  a t  the 34th annual meeting, Academy o f  Manage­
ment, S e a t t l e ,  Washington, August (1974).
Hammer, C. H. and D. W. Organ, O rgan iza t ion a l  Behavior: An
Applied  P sych o log ica l  Approach, (D a l la s ,  Texas: B usi­
ness  P u b l i c a t io n s ,  I n c . ,  1978).
Hamner, W. C. and H. L. Tosi ,  "R e la t io n sh ip  o f  Role C o n f l i c t  ‘ 
and Role Ambiguity to Job Involvement Measures," J o u r ­
n a l  o f  Applied Psychology, Vol. 59 (1974), pp. 497-499.
Herold, D. M., "Two-Way In f luence  Processes in  Leader-Follower 
Dyads," Academy o f  Management J o u r n a l , Vol. 20 (1977),
. pp. 224-237.
Hersey, P. and K. H. Blanchard, "Life  Cycle Theory o f  Leader­
s h i p , "  T ra in ing  and Development J o u r n a l , Vol. 23, (1969), 
pp. 26-34.
Hersey, P. and K. H. Blanchard, Management o f  O rg an iza t io n a l  
Behavior,  (Englewood C l i f f s ,  New Je rse y :  P r e n t i c e - H a l l ,
I n c . ,  1972).
Hersey, P. and K. H. Blanchard, Management o f  O rg an iza t io na l  
Behavior: U t i l i z i n g  Human Resources , 3rd e d . ,  (Engle­
wood C l i f f s ,  New Je rse y :  P r e n t i c e - H a l l ,  I n c . ,  1977).
H o l lander ,  E. P. and J .  W. J u l i a n ,  "Contemporary Trends in  
the A nalysis  o f  Leadership P ro ce sse s ,"  Psycho log ica l  
B u l l e t i n , Vol. 71, (1969), p .  390.
Homans, G. C . ,  S oc ia l  Behavior: I t s  Elementary Forms, (New
York: H arcour t ,  Brace, and World, 1961) .
House, R. J . ,  "A Path-Goal Theory o f  Leader E f f e c t i v e n e s s , "  
A d m in is t ra t iv e  Science Q u a r t e r ly , Vol. 16, (1971), 
p p . 321-338.
House, R. J .  and T. R. M i tc h e l l ,  "Path-Goal Theory o f  Leader­
s h i p , "  Jo u rn a l  o f  Contemporary Business ,  (1974), pp. 81- 
97.
House, R. J .  and J .  R. Rizzo, "Role C o n f l i c t  and Ambiguity 
as C r i t i c a l  V a r iab le s  in  a Model o f  O rg an iza t io na l  
B ehav ior ,"  O rg a n isa t io n a l '  Behavior and Human P e r f o r ­
mance , Vol. 7 (1972),  pp. 467-505.
Ivancevich ,  J .  M. and J .  H. Donnelly, J r . ,  "A Study o f  Role 
C l a r i t y  and Need f o r  C l a r i t y  fo r  Three Occupational 
Groups," Academy o f  Management J o u r n a l , Vol. 17 (1974) 
pp. 28-36.
Ivancev ich ,  J .  M., A. D. S z i l a g y i ,  J r .  and J .  Wallace, J r . ,  
O rg an iza t io n a l  Behavior and Perform ance, (Santa Monica, 
C a l i f o r n i a :  Goodyear P ub l ish in g  Company, 1977),
pp. 295-296.
' Jab lo nsk y ,  S. F. and D. L. DeVries, "Operant Condition ing  
P r in c ip l e s  E x t r a p o la te d  to  the  Theory o f  Management," 
O rg a n iza t io n a l  Behavior and Human Performance, Vol. 7 
(1972), pp. 340-358.
Johnson, R. D., "An I n v e s t i g a t i o n  o f  the I n t e r a c t i o n  E f f e c t s  
o f  A b i l i t y  and M o tiv a t io na l  V ar iab les  on Task P e r f o r ­
mance," unpublished  d o c to ra l  d i s s e r t a t i o n ,  Indiana 
U n iv e rs i ty  (1970).
Johnson, T. W. and J .  E. S t in so n ,  "Role Ambiguity, Role Con­
f l i c t  and S a t i s f a c t i o n :  Moderating E f f e c t s  on I n d i v i ­
dual D i f f e r e n c e s , "  Jou rna l  o f  Applied Psychology,
Vol. 60 (1975) pp. 32$-333. .
Johnson, T. and G. Graen, "O rg an iza t io n a l  A ss im i la t io n  and 
Role R e je c t io n ,"  O rg a n iza t io n a l  Behavior and Human 
Performance, Vo1. 10, (1973), p p . 72-87.
Kahn, R. L . ,  " P ro d u c t iv i ty  and Job S a t i s f a c t i o n , "  Personnel  
Psychology, Vol. 13 (1960), p .  277.
Kahn, R. L . ,  D. M. Wolfe, R. P. Quinn and J .  D. Snoek, Orga­
n i z a t i o n a l  S t r e s s :  S tud ie s  in  Role C o n f l i c t  and Am­
b ig u i ty  (New York: Wiley, 1964).
Katz, D. and R. L. Kahn, "Human O rgan iza t ion  and Worker
M otiva t ion ,"  in  Indus t r i a l  P r o d u c t i v i t y , L. R. Trapp, 
e d . ,  (Madison, Wisconsin: I n d u s t r i a l  R e la t ions  Re­
sea rch  A sso c ia t io n ,  1952) .
Katz, D., N. MacCoby and N. Morse, Pro duet i  v i  t y , S up e r v i s io n  
and Morale in  an O ff ice  S i t u a t i o n , (Ann Arbor, Michigan 
U n iv e rs i ty  o f  Michigan, Survey Research C enter ,  1960) , 
pp. i - i x .
K e l le r ,  R. T. and A. D. S z i l a g y i ,  MA L o ng i tud ina l  Study o f  
Leader Reward Behavior and Subord inate  Expectancies  
and S a t i s f a c t i o n / '  ’N a t io n a l  AID'S' P ro ce ed in g s , San 
Francisco  (1976), pp. 147-149.
K e l l e r ,  R. T. and A. D. S z i l a g y i ,  "A L ong i tud ina l  Study o f  
Leader Reward Behavior,  Subord inate  E x pec tan c ie s ,  and 
S a t i s f a c t i o n , "  Personnel  Psychology, Vol. 31 (1978) 
pp. 119-129.
K e l l e r ,  R. T. and A. D. S z i l a g y i ,  "Employee Reactions to
Leader Reward B ehav ior ,"  Academy o f  Management' J o u rn a l ,  
Vol. 19 (1976), pp. 619-627.
K el ly ,  J . ,  O rg a n iza t io n a l  B ehav io r , (Homewood, I l l i n o i s :  
R ichard  D. I rw in ,  I n c . ,  1974) .
Kenny, D. A .,  "Cross-Lagged Panel C o r r e la t io n :  A Test  fo r
S p u r io u sn ess ,"  P sycho log ica l  B u l l e t i n , Vol. 82 (19 75) 
pp. 887-903.
Kerr,  S. and C. Schrieshe im , "C o n s id e ra t io n ,  I n i t i a t i n g
S t r u c t u r e ,  and O rg an iza t io n a l  C r i t e r i a  - -  An Update o f  
Korman's 1966 Review," Personnel  Psychology, Vol. 27 
(1974), pp. 555-568.
Korman, A. K., "C o n s id e ra t io n ,  I n i t i a t i n g  S t r u c t u r e ,  and
O rg a n iza t io n a l  C r i t e r i a  - -  A Review," Personnel  Psycho­
logy, Vol. 19, (1966), pp. 349-361.
Larson, L. L . ,  J .  G. Hunt and R. N. Osborn, "The Great Hi-Hi 
Leader Behavior Myth: A Lesson From Occam's Razor,"
Academy o f  Management J o u r n a l , Vol. 19 (1976), 
pp. 628-641.
Lawler, E. E . ,  Pay and O rg a n iza t io n a l  E f f e c t iv e n e s s :  A P sy­
ch o lo g ic a l  View CNew York: McGraw-Hill, 1971).
Lewin, K., The Conceptual R ep re sen ta t io n  and Measurement o f  
Psycho log ica l  F o rce s , (Durham, North C aro l ina :  Duke
U n iv e r s i ty  P re s s ,  1938).
Lewin, K., R. L i p p i t t  and R. K. White, " P a t t e rn s  o f  Aggres­
s iv e  Behavior in  Exper im enta l ly  C rea ted  S o c ia l  C lim ates ,  
Jou rna l  o f  S oc ia l  Psychology, Vol. 10, (1939), pp. 271- 
W T .
L i k e r t ,  R . , New P a t t e rn s  o f  Management, (New York: McGraw-
H i l l ,  l ^ n r :
196
L ik e r t ,  R.,  " P a t t e r n s  in  Management," in  S tud ies  in  P e r ­
sonnel and I n d u s t r i a l  Psychology , Rev. Ed . ,  Ed . ,
E. A. Fleishman (Homewood, I l l i n o i s :  The Dorsey P re s s ,
1967), pp. 376-392. '
L ik e r t ,  R.,  The Human O rg a n iza t io n ,  ( N e w  York: McGraw-Hill,
1967).
L i p p i t t ,  R .,  "An Experimental  Study o f  the E f f e c t  o f  Demo­
c r a t i c  and A u t h o r i t a r i a n  Group Atmospheres," U n iv e r s i ty  
o f  Iowa S t u d i e s , Vol. 16, (1940), pp. 43-198.“
London, P . ,  Behavior C o n tro l ,  (New York: Harper and Row,
1964) .
Lowin, A. and J .  R. C ra ig ,  "The In f luence  o f  Level o f  P e r ­
formance on Managerial S ty le :  An Experimental O b jec t-
Lesson in  the  Ambiguity o f  C o r r e la t io n a l  Data ,"  Orga­
n i z a t i o n a l  Behavior and Human Performance, Vol. 3,
(1968), pp. 440-458.
Luthans, F . , O rg a n iz a t io n a l  Behavior (New York: McGraw-Hill,
1977) .
Maslow, A. H .,  Eupsychian Management, (Homewood, I l l i n o i s :  
R ichard D. I rw in  and the Dorsey P re s s ,  1965).
Mayo, E . ,  The Human Problems o f  an I n d u s t r i a l  C i v i l i z a t i o n  
(New York: MacMillan Company, 19 33).
McGregor, D., The Human Side o f  the  E n t e r p r i s e , (New York: 
McGraw-Hill Company, 1960) .
Merei, F . ,  "Group Leadership  and I n s t i t u t i o n a l i z a t i o n , "
Human R e l a t i o n s , Vol. 2, (1949), pp. 23-29.
Miles,  R. H .,  "A Comparison o f  the  R e la t iv e  Impact o f  Role 
P e rcep t ions  o f  Ambiguity and C o n f l i c t  by Role,"
Academy o f  Management J o u r n a l , Vol. 19, (1976), 
pp. 22-35.
M iles,  R. H.,  "R ole-Set  C onf igu ra t ion  as a P r e d i c to r  o f
Role C o n f l i c t  and Ambiguity in  Complex O rg a n iz a t io n s ,"  
Sociom etry , Vol. 40 (1977), pp. 21-34.
M i tc h e l l ,  T. R .,  A. B ig lan ,  G. Oncken and F. E. F i e d l e r ,
"The Contingency Model: C r i t i c i s m  and S ug ges t ion s ,"
Academy o f  Management J o u rn a l ,  Vol. 13 (1970), pp. 253- 
267.
197
Nord, W. R . , "Beyond the Teaching Machine: The Neglected
Area o f  Operant C ondit ion ing  in  the Theory and P rac ­
t i c e  o f  Management," O rg a n iza t io n a l  Behavior and Human 
Performance, Vol. 4, (1969) , p p . 375-401 .
Nystrom, P. C .,  "Managers and the  Hi-Hi Leader Myth, "Aca- 
demy o f  Management J o u rn a l ,  Vol. 21, (1978), pp. 325- 
331.
Organ, D. W. and C. N. Greene, "Role Ambiguity, Locus o f  
C o n tro l ,  and Work S a t i s f a c t i o n , "  Jou rn a l  o f  Applied 
Psychology, Vol. 59 (1974) pp. 101-1 (!)̂ .
P e lz ,  D. C. and F. M. Andrews, "Detec t ing*Causal  P r i o r i t i e s  
in  Panel Study D ata ,"  American S o c io lo g ic a l  Review, 
Vol. 29 (1964) pp. 836-548.
P e trock ,  and V. Gamboa, "Expectancy Theory and Operant Con­
d i t io n in g :  A Conceptual Comparison,” in  Concepts and
Controversy in  O rg a n iz a t io n a l  B ehav io r , 2nd e d . , W. R. 
Nord (ed .)  ( P a c i f i c  P a l i s a d e s ,  C a l i f o r n i a :  Goodyear 
P u b l ish in g  Company, 1976), pp. 175-187.
P f e f f e r ,  J . ,  "The Ambiguity o f  L ead e rsh ip ,"  The Academy o f  
Management Review, Vol. 2, (1977), pp. 104-112.
P o r t e r ,  L. W., "Turning Work in to  Non-Work: The Rewarding
Environment," in  M. Dunnette (ed .)  Work and Non-Work 
in  the Year 2001, (Monterey, C a l i f o r n i a :  B rooks-do le ,
1973) .
P o r t e r ,  L. W. and E. E. Lawler, Managerial A t t i tu d e s  and 
Performance, (New York: I rw in-D orsey , 1968) .
P r i t c h a r d ,  R. D., M. D. Dunnette and D. 0 .  Jorgenson, 
" E f fe c t s  o f  P e rcep t ion s  o f  Equity  and In eq u i ty  on 
Worker Performance and S a t i s f a c t i o n , "  Jou rna l  o f  
Applied Psychology, Vol. 56, (1972), pp"! 75-94.
Reddin, W. J . , Managerial E f f e c t iv e n e s s ,  (New York: McGraw- 
H i l l ,  19701! '
Reddin, W. J . ,  "The 3-D Management S ty le  Theory," T ra in ing  
and Development J o u r n a l , (1967), pp. 8-17.
R e i tz ,  H. J . ,  "Managerial A t t i tu d e s  and Perce ived  Contin­
gencies Between Performance and O rg an iza t io n a l  Re­
sponse ,"  Academy o f  Management P ro ce ed in g s , 31st 
Annual Meeting, A t l a n t a ,  Georgia, (1971), p p . 227-238.
198
R e i tz ,  H. J .  and W. E. S c o t t ,  J r . ,  " E f f e c t s  o f  Contingent
and Non-Contingent Rewards on the R e la t io n sh ip s  Between 
S a t i s f a c t i o n  and Task Performance,"  Jou rna l  o f  Applied 
Psychology, Vol. 55 (1971) pp. SSl-SlF: :
Rizzo, J .  R .,  R. J .  House and S. E. Lirtzman, "Role C o n f l ic t  
and Ambiguity in  Complex O rg a n iz a t io n s ,"  A dm in is t ra t iv e  
Science Q u a r t e r l y , Vol. 15, (1970), pp. 150-163.
R o e th l i s b e r g e r , F. J .  and W. J .  Dickson, Management and the 
Worker, (Cambridge, M assachusetts :  Harvard U n iv e rs i ty
P r e s s , 1939).
R o t te r ,  J .  B .,  "G enera l ized  Expectancies  f o r  I n t e r n a l  Versus 
E x te rna l  Contro l  o f  Reinforcem ent,"  P sycho log ica l  Mono­
graphs , Vol. 80 (1966) Whole No. 609.
S chne ie r ,  C. E . ,  "Behavior M odif ica t ion :  T ra in in g  the Hard- 
Core Unemployed," P e rso n n e l , May-June (1973),  pp. 65-69.
Schriesheim , C. and M. A. Von Glinow, "The Path-Goal Theory 
o f  Leadership :  A T h e o re t ic a l  and Em pir ica l  A n a ly s i s ,"
Academy o f  Management J o u r n a l , Vol. 20, (1977), 
pp. 398-405.
S chu le r ,  R. S . ,  "The E f f e c t s  o f  Role P e rcep t io n s  on Employee 
S a t i s f a c t i o n  and Performance Moderated by Employee A b i l ­
i t y , "  O rg an iza t io n a l  Behavior and Human Performance,
Vol. 18, (1977), pp. 98-107.
S ch u le r ,  R. S . ,  R. J .  Aldag, and A. P. B r i e f ,  "Role C o n f l i c t  
and Ambiguity: A Scale A n a ly s i s , "  O rg a n iza t io n a l  Be­
h av io r  and Human Performance, Vol. 20 (1977) pp. 111- 
T JT .
S ch u s te r ,  J .  R .,  B. Clark and M. Rogers, "T e s t in g  P o r t io n s  
o f  the  P o r t e r  and Lawler Model Regarding the M otiva t­
io n a l  Role o f  Pay,"  Jou rna l  o f  Applied Psychology,
Vol. 55, (1971), pp. 187-195.
S c o t t ,  W. E . ,  "The Development o f  Semantic D i f f e r e n t i a l
Scales  o f  Measures o f  Morale ,"  O rg a n iza t io n a l  Behavior 
and Human Perform ance, Vol. 20 (1967) pp. 179-188.
S c o t t ,  W. E. and D. M. Rowland, "The G en e ra l i ty  and S i g n i f i ­
cance o f  Semantic D i f f e r e n t i a l  Scales  as Measures o f  
Morale," O rg an iza t ion a l  Behavior and Human Performance, 
Vol. 5 (1970) pp. 479-591.
199
Sheridan ,  J .  E. and J .  W. Slocum, "Causal In fe ren ces  in 
M otiva t iona l  Research: A R e i n t e r p r e t a t i o n  o f  Re­
s u l t s  from Panel S t u d i e s , "  Jo u rna l  o f  Applied Psy­
chology, Vol. 62 (1977) pp. 510-513.
S h i f t l e t t ,  S . ,  "The Contingency Model o f  Leadership  E f f e c ­
t i v e n e s s :  Some Im p l ica t io n s  o f  i t s  S t a t i s t i c a l  and
Methodological P r o p e r t i e s , "  Behaviora l  Science ,
Vol. 18 (1973), pp. 429-440.
Simon, H. A.,  "Spurious C o r r e la t i o n :  A Causal I n t e r p r e t a ­
t i o n , "  Jou rn a l  o f  the  American S t a t i s t i c a l  A ssocia­
t i o n , -Vol. 49 (1954) pp. 46 7-479.
Sims, H. P. and A. D. S z i l a g y i ,  "Leader Reward Behavior and 
Subordinate '  S a t i s f a c t i o n  and Performance,"  Organiza­
t i o n a l  Behavior and Human Performance, V o l . 14, (1975), 
pp. 426-438.
Sims, H. P. and D. A. W ilkerson, "Time-Lags in  Cross-Lag
C o r re la t io n  S tu d ie s :  A Computer S im u la t io n ,"  Decision
S c ie n c e s , Vol. 8 (1977) pp. 630-644.
S k inner ,  B. F. Contingencies  o f  Reinforcement: A T h eo re t ic a l
Analysis  (New York: A pp le ton -C en tu ry -C ro f ts ,  1969).
Sk inner ,  B. F . ,  The Behavior o f  Organisms, (New York: 
A pp le ton -C en tu ry -C ro f ts ,  1938).
S t in so n ,  J .  and L. Tracey, "Some D is tu rb in g  C h a r a c t e r i s t i c s  
o f  the  LPC S co re ,"  Personnel  Psychology, Vol. 27,
(1974), pp. 477-485.
S t o g d i l l ,  R. M., Handbook o f  L ea d e rsh ip , (New York: The
Free P re s s ,  1974).
S z i l a g y i ,  A. D . , "An Em pirica l  I n v e s t i g a t i o n  o f  the  I n t e r ­
a c t io n  R e la t io n sh ip s  o f  Superv isory  Behavior and Se­
l e c t e d  Task V ar iab le s  on Subordinate  S a t i s f a c t i o n  and 
Performance,"  unpublished  d o c to ra l  d i s s e r t a t i o n ,
Indiana  U n iv e rs i ty  (19 73).
S z i l a g y i ,  A. D., H. P. Sims and R. T. K e l l e r ,  "Role Dynamics, 
Locus o f  C o n tro l ,  and Employee A t t i tu d e s  and Behavior,"  
Academy o f  Management J o u r n a l , Vol. 19, (1976), 
pp. 259-276.
Tannenbaum, R. and W. H. Schmidt, "How to Choose a Leadership 
P a t t e r n , "  Harvard Business Review, Vol. 36, (1958) 
pp. 95-101.
200
Tannenbaum, R. and W. H. Schmidt, "How to Choose*a Leadership 
P a t t e r n , "  Harvard Business Review, (1973),  pp. 162-180.
Tay lor ,  F. W., Shop Management, (New York: Harper and Row,
1903).
Taylor ,  F. W., The P r in c ip l e s  o f  S c i e n t i f i c  Management, (New 
York: Harper and Row, 1911) .
Tolman, E. G., Purposive Behavior in  Animals and Men, (New 
York: Century, 1932).
Tosi ,  H. and D. T os i ,  "Some C o r re la te s  o f  Role C o n f l i c t  and 
Ambiguity Among P ub l ic  School T ea c h e rs ,"  Jou rn a l  o f  
Human R e la t io n s  (Vol. 18, (1970),  pp. 1068-1075.
Vroom, V. H.,  "A Comparison o f  S t a t i c  and Dynamic C o r re la ­
t io n  Methods in  the Study o f  O rg a n iz a t io n s , "  Organiza­
t i o n a l  Behavior and Human Perform ance , Vol. 1 (1966) 
p p . 55-70.
Vroom, V. H . , "A New Look a t  Managerial Decis ion  Making," 
O rg a n iza t io n a l  Dynamics, Vol. 5, (1973),  pp. 66-80.
Vroom, V. H .,  "L ead e rsh ip ,"  in  Handbook o f  I n d u s t r i a l  and 
O rg a n iza t io n a l  Psychology, e d . , Marvin Dunnette ,  .
(Chicago: Rand McNally, 19 76) , pp. 1527-1551.
Vroom, V. H .,  Work and M o t iv a t io n , (New York: John Wiley
and Sons, 1964).
Vroom, V. H. and A. G. Jago,  "On The V a l i d i t y  o f  the  Vroom- 
Yetton Model," Jo u rna l  o f  Applied  Psychology, Vol. 63, 
(1978), pp. 151-162.
Vroom, V. H. and P. W. Y etton ,  Leadership  and Decision 
Making, ( P i t t s b u r g :  U n iv e rs i ty  o f  P i t t s b u r g  P re s s ,
19 73) .
W all in ,  J .  A . ,  "A C a u s a l -C o r r e la t io n a l  I n v e s t i g a t i o n  o f  the  
Performance, S a t i s f a c t i o n ,  and Performance-Contingent 
Reward R e la t i o n s h ip , "  unpublished  d o c to ra l  d i s s e r t a t i o n ,  
U n iv e r s i ty  o f  Nebraska, (19 74).
W all in ,  J .  A. and R. P. Johnson, "Employee Attendance:  An
• Operant Condit ion ing  I n t e r v e n t i o n , "  paper  p re se n te d  a t  
the 19 76 N a t iona l  American Psycho log ica l  A sso c ia t io n  
meeting, Washington, D. C.
W allin , J .  A. and M. H. P e te r s ,  "The R e la tio n sh ip  Between 
Perform ance, S a t i s f a c t io n ,  and S u p erv iso ry  S ty le  in  a 
Large P u b lic  Agency," Southw est D iv is io n  Academy o f 
Management P ro c e e d in g s , New O rle an s , (1977), 
pp. 125-120^
W in ters , L. C. and W. H. W allace, "On O perant C ond ition ing  
T echniques," Jo u rn a l o f  A d v e rtis in g  R esearch , Vol. 10, 
(1970), pp. 39-45.
W offord, J .  C ., "The M o tiv a tio n a l Bases o f  Job S a t i s f a c t io n  
and P erfo rm ance," P ersonnel Psychology , Vol. 24, (1971) 
pp. 501-518.
Wren, D. A ., The E v o lu tio n  o f  Management Thought, (New York: 
The Ronald P re s s ,  1972).
Yee, A. H. and N. L. Gage, "Techniques fo r  E s tim a tin g  the 
Source and D ire c tio n  o f  Causal In flu e n c e s  in  Panel 
D ata ,"  P sy ch o lo g ica l B u l le t in , Vol. 70 (1968) 
pp. 115-126.
Yukl, G., K. N. Wexley and J .  E. Seymore, "E ffe c tiv e n e ss  o f 
Pay In c e n tiv e s  Under V ariab le  R atio  and Continuous 
R einforcem ent S ch ed u les ,"  Jo u rn a l o f  A pplied  Psychology 




From October, 1972 to August, 1973, Mr. Danny L. Worrell was an 
examiner for the Baton Rouge Area Office. He le f t  Disability Determi­
nations to pursue an advanced degree in Management at the Baton Rouge 
Campus of Louisiana State University. He has now completed his course- 
work for his Ph.D. and is currently in his dissertation stage.
This is why he is  here with you today. Mr. J. B. McElwee has 
given his permission to ask you to supply him with some of the infor­
mation needed for his dissertation research. He would like you to 
complete the following questionnaire which will survey your views about 
various dimensions of your job.
Everyone experiences a variety of complicated feelings while at 
work. Each has his own opinions. However, these feelings and opinions 
are not always expressed. You may be very d issatisfied  with something 
having to do with your work and not say anything about i t .  Or, you 
might be very sa tisfied  with something but somehow i t  never gets said. 
There are many reasons for th is . You may be too busy. Sometimes you 
may feel too embarrassed. An.d there also are times when you may not 
feel that you can be perfectly frank about your opinions.
However, your feelings and opinions are very important whether 
they are expressed or not. This survey provides some time for you to 
s i t  down and seriously think about your opinions. I t  also provides an 
opportunity to express your feelings, good or bad, without fear of em­
barrassment.
Your opinions will be held in s tr ic t  confidence. Please do not 
sign your name. You have been randomly assigned an identification
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number which w ill be vised for s ta t is tic a l  analyses purposes.
After you have completed the booklet, please drop i t  in the sealed 
box. When the survey has been completed, Mr. Worrell will take a ll of 
the booklets back to LSU for analyses. Then the booklets w ill be des­
troyed. Your booklet w ill never be shown to anyone connected with the 
Agency, nor w ill your management ever know your individual responses 
to any particu lar item or items. The agency will receive only summary, 
not individual resu lts.
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INSTRUCTIONS
There are three major sections in th is booklet. You may never 
have seen anything quite like i t  before, so instructions w ill be pro­
vided.
Section One includes several divisions using the format shown in 
the sample at the bottom of th is page. Each division w ill ask you to 
focus your attention on a single concept such as ME AT WORK. Printed 
immediately below the concept w ill be pairs of responses (e.g. ,  
Appreciated-Unappreciated, E fficien t-Ineffic ien t, e tc .) . You are asked 
to indicate your feelings or opinions about the concept by placing a 
single check mark for each pair at the spot which best reflects your 
true attitude. Be sure you respond to each pair. The sample below is 
marked for you.
The response in the sample indicates that, as you consider ME AT 
WORK, you feel quite appreciated, extremely e ffic ien t, and slightly  
tense.
For each division of section one, consider the concept and then 
mark the descripton (e*g*> quite, sligh tly , etc .) for each adjective 
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D i s c o u r t e o u s  __
T h o u g h t f u l  ___ *•
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In your op in ion , what i s  the  
p ro b a b il i ty  th a t  . . .
1. Your su p e rv iso r would p e r ­
so n a lly  pay you a com pli­
ment i f  you d id  o u t­
s tan d in g  work.
2. You would get no in c re ase  
in  pay i f  your work was 
below accep tab le  s ta n d a rd s .
3. Your su p e rv iso r would lend 
a sym pathetic e a r  i f  you 
had a com plaint.
4. Your su p e rv iso r would be 
very much aware o f  i t  i f  
th e re  was a tem porary 
change in  the q u a li ty  o f  
your work.
5. You would be dism issed 
i f  you were absen t fo r  
se v e ra l days w ithout 
n o tify in g  the  Agency o r 
w ithout a reasonable  
excuse.
6. Your su p e rv iso r would blame 
you r a th e r  than some fa c to r  
over which you have no con­
t r o l  i f  the q u a li ty  o f  your 
work took a tu rn  fo r  the  
w orse.
7. You w ill  ev en tu a lly  go as 
f a r  as you would l ik e  to  
go in  th is  Agency, i f  your 
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In your opinion, what i s  the
p rob ab ility  th at . . .
8 . Your supervisor would 
get on you i f  your work 
was not as good as the 
work of others in your 
department.
9. You would be promoted i f  
your work was better than 
others who were otherwise 
equally qualified.
10. Your supervisor would help 
you get a transfer i f  you 
asked for one.
11. Your supervisor’s boss or 
others in higher manage­
ment would know about i t  
i f  your work was out­
standing.
12. You would be reprimanded 
i f  your work was consis­
tently  below acceptable 
standards.
13. Your supervisor's re­
commendation for a pay 
increase for you would 
be consistent with-his 
evaluation of your 
performance.
14. Your supervisor would show 
a great deal of in terest 
i f  you suggested a new and 
better way of doing things.
15. You would receive special 
recognition i f  your work 
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In your opinion, what i s  the
p rob ab ility  that . . .
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16. Your supervisor would do
a ll  he could to help you i 1 i----- 1 i----- 1 i----- 1---- i---- 1 i-----1
i f  you were having problems __  __  __  |__
in your work.
V
17. Your supervisor's evaluation 
of your performance would be
in agreement with your own i 1 i----- 1 i----- 1 i----- 1---- i---- 1 i-----1
evaluation of your per- | | |___ | |___ | |___ |___|__ | |___ |
formance.
18. Your next pay increase will
be consistent with the amount i---- 1 i----- 1 i----- 1 i----- 1 i---- 1 i-----1
recommended by your super- | | |___ | |___ | (___ j___j__ | |___|
visor.
19. Your supervisor would en­
courage you to do better 
i f  your performance were
acceptable but well below-------i---- 1 i 1 i 1 i----- 1---- i---- 1 i-----1
what you were capable ) [ j___ j j___ ( J___ j J__ J J___j
of.
20. You would be promoted with­
in the next two years i f
your work was consistently----- i---- 1 i----- 1 i----- 1 i----- 1 i---- 1 i---- 1
better than the work of______ {__ j |___ j j___ j j___ [ j__ j (___|
others in your department.
21. Your supervisor would re­
commend additional tra in ­
ing or schooling i f  i t ----------- i---- 1 i----- 1 i----- 1 i----- 1 (---- 1 t---- 1
would help your job__________ |__ | |___ | |___ | |___ | |__ | |___|
performance.
22. Your supervisor would in­
crease your job responsi­
b il i t ie s  i f  you were-------------- i---- 1 i----- 1 i----- 1 i----- 1---- j---- 1 i---- 1
performing well in your______ |__ | |___ j [___ J |___ | j__ [ j___|
job.
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In your opinion, what i s  the
p rob ab ility  that . . .
23. Your supervisor would 
always give you feed­
back on how your work 
effects the to ta l 
service of the 
organization.
24. You would receive a 
reprimand from your 
supervisor i f  you 
were late in coming 
to work.
25. Your supervisor would 
recommend that you not 
be promoted to a higher 
level job i f  your per­
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SECTION THREE
INSTRUCTIONS: The s ta tem en ts  l i s t e d  below are  r e la te d  to  c e r ta in
a sp ec ts  o f  your, jo b . Read each sta tem en t c a re fu l ly ,  
and mark th e  box in d ic a t in g  how tru e  o r  how un true 
























































1. I have enough tim e to  
complete my work. 1 2 3 4 5 6 7
2. I fe e l  c e r ta in  about how 
much a u th o r ity  I have. 1 2 3 4. 5 6 7
3. I perform  ta sk s  th a t  are 
too easy o r  b o rin g . 1 2 3 4 5 6 7
4. I have c le a r ,  planned 
goals and o b je c tiv e s  fo r  
my job . 1 2 3 4 5 6 7
5. I have to  do th in g s  th a t  
should  be done 
d i f f e r e n t ly . 1 2 3 4 5 6 7
6. I work under lack o f  
p o l ic ie s  and guide­
l in e s  to  help  me. 1 2 3 4 5 6 7
7. I am ab le  to  a c t the  
same re g a rd le ss  o f  
th e  group I am w ith . 1 2 3 4 5 6 7
8. I am c o rrec ted  o r  r e ­
warded when I r e a l ly  
don’t  expect i t . 1 2 3 4 5 6 7
9. I work under incom­
p a tib le  p o l ic ie s  and 
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1 0 . I know that I have 
divided my time 
properly. 1 2 3 4 • 5 6 7
1 1 . I receive an assign­
ment without the 
manpower to complete 
i t . 1 2 3 4 5 6 7
1 2 . I know what my
responsibilities
are. 1 2 3 4 5 6 7
13. I have to buck a 
rule or policy in 
order to carry out 
an assignment. 1 2 ' 3 4 5 6 7
14. I have to "feel my 
way" in performing 
my duties. 1 2 3 4 5 6 7
15. I receive assignments 
that are within my 
training and 
capability. 1 2 3 4 5 6 7
16. I feel certain how I 
will be evaluated 
for a raise or pro­
motion. 1 2 3 4 5 6 7
17. I have just the right 
amount of work to do. 1 2 3 4 5 6 7
18. I work with two or 
more groups who 
operate quite 













































19. I know exactly what 
is  expected of me. 1 2 3 4 5 6 7
20. I receive incompati­
ble requests from ' 
two or more people. 1 2 3 4 5 6 7
21. I am uncertain as to 
how my job is 
linked. 1 2 3 4 5 6 7
22. I do things that are 
apt to be accepted 
by one person and 
not accepted by 
others. 1 2 3 4 5 6 7
23. I am told how well 
I am doing my job. 1 2 3 4 5 6 7
24. I receive an assign­
ment without ade­
quate resources and 
materials to execute 
i t . 1 2 3 4 5 6 7
25. Explanation is  clear 
of what has to be 
done. 1 2 3 4 5 6 7
26. I work on unnecessary 
things. 1 2 3 4 5 6 7
27. I have to work under 
vague directives 
or orders. 1 2 3 4 5 6 7
28. I perform work that 
suits my values. 1 2 3 4 5 6 7
29. I do not know i f  my 
work w ill be accept­
able to my boss. 1 2 3 4 5 6 7
APPENDIX B
RAW DATA SCORES 
FOR TIME PERIOD 1 AND 
TIME PERIOD 2
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PA1 53 3.995 .687 211.73 2.27 5.27
PA2 53 3.759 .778 199.25 2.00 5.00
PA3 53 3.107 1.132 164.65 1.00 6.00
Role
Perceptions:
RAC 53 4 . 1 7 2  : 1.081 221.125 2.125 6.75
RAA 53 5.223 .876 276.833 2.00 7.00
Satisfaction
Indexes:
MAI 53 4.193 1.098 222.25 1.75 6.50
MA4 53 5.818 .909 . 308.33 2.67 7.00
MA5 53 5.578 .651 ' 295.66 3.83 6.58
PAYA 53 4.269 1.008 226.25 1.25 6.75
SA2 53 4.537 • 1.117 240.48 1.83 6.50
JA1 53 4.683 .967 ; 248.17 2.50 6.33
Performance
Measures:
PA2A 53 84.491 25.539 4478.00 34.00 147.00
PA2B 53 90.240 9.339 4782.70 55.40 103.10
PA2C 53 26.492 11.028 1404.10 12.30 68.40
PA2D 53 26.768 16.392 1418.70 0 72.70
PA2E 53 21.911 14.876 1161.30 4.70 61.30
PA2F 53 39.528 14.810 2095.00 12.00 71.00
PA2G 53 .449 .290 23.80 0 .94










PB1 53 3.923 .691 207.94 2.27 5.27
PB2 53 3.623 .756 192.00 2.25 5.00
PB3 53 2.893 1.107 153.34 1.00 5.33
Role
Perceptions:
RBC 53 4.064 1.126 215.375 1.375 6.25
RBA 53 5.138 .827 272.333 3.00 6.83
Satisfaction 
Indexes:
MB1 53 4.288 1.275 227.25 2.00 6.50
MB 4 53 5.761 .876 305.31 2.33 7.00
MB5 53 5.510 .713 292.02 3.00 6.67
PAYB 53 4.302 .787 228.00 2.50 6.75
SB2 53 4.569 1.088 242.18 1.83 6.17
JB1 53 4.638 1.081 245.82 2.50 6.33
Performance 
Measures:
PB2A 53 76.774 23.376 4069.00 37.00 144.00
PB2B 53 104.838 9.553 5556.40 86.00 132.50
PB2C 53 24.081 11.416 1276.30 6.80 47.70
PB2D 53 28.698 20.332 1521.00 0 77.80
PB2E 53 17.845 9.091 945.80 2.70 38.60
PB2F 53 31.076 9.681 1647.00 9.00 51.00
PB2G 53 .475 .286 25.15 0 .94
RAW DATA: TIME PERIOD 2
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